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ABSTRACT
This study examined the importance of two constructs —  work 
relationships and job/home conflict —  as potential 
mediators/moderators of the linkage between role conflict 
and role ambiguity with a variety of work outcomes in a 
salesforce setting. These outcomes include: sales
performance, job satisfaction, emotional burnout, and 
propensity to leave. Results indicate that the
relationships between these outcomes and the role variables 
are often mediated rather than direct. Implications for 
both researchers and practitioners are developed as well as 
a future research agenda.
viii
CHAPTER ONE 
INTRODUCTION
Salesforce research has grown in importance in recent 
years. Of particular interest in this literature base are 
topics such as performance, job satisfaction, and propensity 
to leave a position. Salesforce issues are important for 
two primary reasons. First, salespeople provide a unique 
avenue of product promotion due to the personal nature of 
selling. The second reason is the boundary spanning 
component of sales situations which places salespeople into 
direct contact with a firm's clients. Perhaps no other 
position in an organization provides a better opportunity 
for both gathering and disseminating information than does 
the personal selling function. For these reasons, among 
others, salesforce issues are critically important in 
marketing research. This study will examine a group of 
relationships that may significantly influence a number of 
important salesforce outcomes including performance, job 
satisfaction, emotional burnout, and intention to quit.
PERSONAL SELLING IN THE MARKETING MIX
Academicians and practitioners have increasingly 
focused on how to predict, and ultimately improve, levels of
1
2of salesperson performance and satisfaction, as well as 
reduce dysfunctional turnover within an organization.
There are a number of reasons for this trend. First, the 
cost of personal selling has risen steeply, particularly in 
industrial settings. In 1982, the reported average cost 
for a salesperson to call on a potential industrial 
customer was $143; which was 43 percent greater than the 
average cost in 1979 (Meidan 1982). By 1988 this cost had 
increased to over $180 per sales call (Kern 1988). A 
second reason for the increased interest in personal 
selling is that some firms in the United States spend up to 
3 times more dollars annually on personal selling than they 
do on advertising (Lambert and Kniffen, 1970). These 
figures leave little doubt that developing a better 
understanding of personal selling will continue to be an 
area of considerable interest to both researchers and 
practitioners. The financial expenditures associated with 
maintaining a successful salesforce insures that issues 
concerning salesperson performance, satisfaction, and 
turnover will continue as areas of emphasis within the 
overall topic of personal selling.
OVERVIEW OF THE TOPIC AREA
Current sales research has examined a number of 
relationships dealing with sales management topics. Among
3the relationships most frequently investigated are a group 
of personal and organizational constructs hypothesized to 
lead to desirable job outcomes such as performance, job 
satisfaction, and lower levels of undesirable results such 
as emotional burnout and salesforce turnover. These 
topics have been examined using both personal and 
organizational constructs.
Personal variables typically investigated in relation 
to these outcomes include individual factors such as 
personality, age, tenure, and selected physical 
characteristics (Kirchner, McAlwain and Dunnette 1960; 
Lamont and Lundstrom 1977; Lucas, Parasuraman, Davis, and 
Enis 1987; Waldman and Avolio 1986). Research also has 
examined other personal variables such as role perceptions 
(Donnelly and Ivancevich 1975; Dubinsky and Hartley 1986; 
Perreault and Behrman 1984), employee motivation (Arnold 
1976; Churchill, Ford Hartley and Walker 1985; Dubinsky and 
Hartley 1986; Locke, Mento, Katcher 1978), job satisfaction 
(Futrell and Parasuraman 1984), family influences (Fern, 
Avila, and Grewal 1989), and individual skills (Sujan 1986; 
Sujan, Sujan and Bettman 1988; Sujan, Weitz, and Sujan 
1988; Szymanski 1988).
Organizational constructs commonly examined in 
workforce research typically focus on employee perceptions 
(Brass 1981; Downey, Chacko and McElroy 1979; Kohli 1985; 
Teas 1983; Tyagi 1982; Williamson 1983). Other, non-
supervisory, work environment variables such as autonomy, 
workplace support, work pressure, and innovativeness also 
are of interest in organizational studies (Churchill, Ford, 
and Walker 1976; Eisenberger, Huntington, Hutchinson, and 
Sowa 1986; Hackman and Lawler 1971; Tyagi 1985). Another 
heavily researched area involves pay structures used to 
motivate and reward salespeople (Churchill, Ford and Walker 
1979; John and Weitz 1989; Podsokoff, Todor and Skov 1982;
Pritchard 1973). While these personal and organizational 
topic areas reflect the diversity of salesforce topics 
examined by researchers, they are by no means a complete 
list.
The present research focuses on one area of 
considerable interest to sales researchers —  work outcomes 
stemming from role stress. Inclusion of role variables in 
sales research comes via the boundary spanning function 
that salespeople perform for their firm, whereby they link 
the firm to its external environment (Behrman and Perreault 
1984, Pruden 1969; Walker, Churchill, and Ford 1975). 
Churchill, Ford, Hartley, and Walker (1985) note that role 
perception, which includes role conflict and role 
ambiguity, is an area of considerable importance in 
salesforce research. When role variables have been linked 
either directly or indirectly to performance, satisfaction, 
and the propensity to leave an organization, results have 
been impressive (Behrman and Perreault 1984; Dubinsky and
Hartley 1986; Hampton, Dubinsky, and Skinner 1986; Howell, 
Bellenger, and Wilcox 1987).
Another area of interest in the sales literature is the 
influence of a salesperson's work environment upon his/her 
job outcomes (Churchill, Ford, Hartley, and Walker 1985). 
With a few notable exceptions, however, work environment 
influences have generally received little attention in 
empirical studies of salesforce performance and 
satisfaction (i.e., Kohli 1989; Tyagi 1985). This is 
unfortunate since, in a sales setting, co-worker 
relationships are one of only a few factors over which a 
firm can exercise a reasonable amount of control.
Other social sciences, however, have placed 
considerable emphasis on the work environment. Topics of 
recent interest among organizational researchers involve 
work related stress and the influence of supportive/non­
support ive aspects of work upon performance, job 
satisfaction, burnout, and a worker's propensity to leave 
(Blood and Hulin 1967; Drude and Lourie 1984; Jones and 
Butler 1980; Russell, Altmaier, and Van Velzen 1987).
These studies, indicate that negative effects of role 
stress can be lessened (or compounded) by the amount of 
support available to an individual from work-related 
sources.
The relationship between social support and work 
outcomes also has been expanded to incorporate conflicts
that may occur between job demands and family requirements 
(Etzion 1984; Tait, Padgett, and Baldwin 1989). Conflicts 
between work and personal life can influence important work 
outcomes (Bhagat 1983; Jackson, Zedeck, and Summers 1985; 
Koppelman, Greenhaus, and Connelly 1983; Rice, Near, and 
Hunt 1979). A supportive extra-workplace environment 
appears to help individuals overcome negative effects of 
work-related stress (Etzion 1984; Billings and Moos 1982).
These findings suggest that social support from both 
work and family sources can mediate some negative results 
arising from work and role stress. Additional research 
supports the potential mediating influences from both work 
and non-work sources upon role stress outcomes (Cohen and 
Wills 1985; Kirmeyer and Dougherty 1988; Parkes 1982).
When considered in conjunction with results obtained in 
other professions requiring boundary spanning and close 
working relationships with clients, the paucity of sales 
related studies concerning work and family environment 
issues indicates an area in need of further study.
This dissertation investigates the influence of work 
related role stress upon four constructs of considerable 
importance in sales research: performance, job
satisfaction, emotional burnout, and turnover intentions. 
These outcome areas have been recognized as being important 
to organizational success (Dubinsky and Hartley 1986;
Hampton, Dubinsky, and Skinner 1986; Seltzer and Numerof 
1988). Sales research into these areas often recognizes 
the nature of sales positions where salespeople are 
required to operate on the boundaries of their 
organization. Fulfilling boundary roles can lead to an 
increase in work-related stress and the problems that 
result from stress (Behrman and Perreault 1984; Pruden 
1969; Walker, Churchill, and Ford 1975).
Although role stress has been the subject of much 
previous sales research, the current study will extend what 
is currently known about the relationship between role 
variables and work outcomes. It proposes to do this by 
examining two possible mediators/moderators of the role 
stress —  work outcomes relationship. Both work 
relationships and job/home conflict are posited as a being 
possible mediators of organizational and personal effects 
generated by role conflict and ambiguity (Cohen and Wills 
1985). Job/home conflict and work relationships are 
alternatively hypothesized to act as moderators of role 
stress outcomes. Specifically, this study will examine the 
mediating/moderating influence of work relationships and 
job/home conflict upon the role stress —  work outcomes 
relationships.
8PURPOSE OF THE STUDY
This study will test a series of hypotheses designed to 
determine if selected organizational effects stemming from 
role variables are mediated/moderated by support from work 
sources or by conflict with family responsibilities. 
Outcomes stemming from role stress and the influence of 
work and personal factors upon work stress have been 
selected for several reasons. First, all salespeople are 
subject to social influences and to work-related stress. 
Second, effects of role stress upon salespeople and sales 
organizations have been well documented. What is less 
understood is the effect of work environment and 
personal/family influences in relation to role conflict and 
ambiguity. Although studies have examined similar 
relationships in other occupations, salesforce research has 
rarely addressed the potential influence of work and family 
relationships upon various outcomes of job-related stress 
in a sales environment.
Prior research into salesforce management has generated 
a number of models addressing important outcomes such as 
performance, satisfaction, and turnover intentions. These 
models have included a wide variety of personal and 
organizational constructs as mentioned earlier in the 
Introduction. Furthermore, these models have identified 
certain variables that appear to be consistently related to
important organizational outcomes. This study intends to 
focus on several constructs identified by previous research 
that are related to important work results such as 
performance and satisfaction.
The basis of the present study consists of a group of 
proposed hypotheses and linkages that are derived from the 
diagrams presented in Figures 1 and 2. Sales performance, 
job satisfaction, burnout, and quitting intentions are 
hypothesized as being outcomes of work-related role stress. 
This study further proposes that the influence of role 
conflict and role ambiguity upon these outcomes is mediated 
and/or moderated by effects of social support at work, as 
well as the degree of job/home conflict. Study hypotheses 
recognize the importance of these social support resources 
in relation to the work outcomes being examined.
The relationships proposed by this study, although 
based on previous work, are unique for several reasons. 
First, they involve the inclusion of work environment 
constructs, in the form of work relationships, as a 
mediator/moderator variable. Components of the work 
environment have been suggested as an area for further 
study because they represent an area that a firm can 
directly influence (Churchill, Ford, Hartley, and Walker 
1985). other research indicates that work relationships 
can exert considerable influence upon work outcomes 
(Billings and Moos 1982; Teas 1983).
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Another factor central to this study is the inclusion of 
work/family conflict as a mediating/moderating variable 
influencing the relationship between role stress and work 
outcomes. While such an influence for non-work factors has 
been proposed and tested in previous organizational studies, 
it has received little attention in sales settings. The 
boundary spanning nature of sales positions, typically 
depicted as resulting in a high level of role stress, appears 
to make this a valid setting in which to study such 
intervening influences as those proposed by this study 
(Jackson and Maslach 1982; Pardine, Higgins, Szeglin, Beres, 
Kravitz, and Fotis 1981) .
MEASUREMENT OVERVIEW
Respondents for this study consisted of salespeople for 
a regional industrial services firm. Surveys were obtained 
for 106 out of approximately 122 first-level salespeople 
participating in a larger study which is part of a 
longitudinal research project examining a variety of 
salesforce issues. From these 106 surveys, only sixty-two 
were used in the current study. The reason for using this 
subsample is that it was possible to obtain complete 
performance measures for these sixty-two individuals and not 
the other forty-four. These sixty-two individuals represent 
approximately 60% effective response rate, although the
13
overall response to the survey from salesforce members was 
almost ninety percent.
Three performance evaluations for salespeople were 
obtained from external sources. One rating came from a 
random selection of the focal firm's customers. A second 
assessment of sales performance was based upon percentage of 
quota attained. Finally, supervisor evaluations of 
performance were obtained.
Measurement issues are a critical concern to anyone 
conducting survey research. For that reason, well 
established scales were used in the salesforce portion of 
this study. While the use of such scales does not guarantee 
reliability and validity, previous research supporting these 
scales does add confidence to findings generated by this 
research. By using scales that have been properly developed 
and previously used, one does hope to improve the 
genera1izabi1ity of findings. Furthermore, using widely 
accepted and accessible measurement instruments will add to 
the current sales research stream.
Work Environment dimensions were assessed with 
Moos'(1981) Work Environment Scale (WES). Specifically, the 
Work Relationships Index portion of the WES was used. It 
contains three subscales which include: 1) work involvement,
2) supervisor support, and 3) cohesion. The WES has been 
widely used and has demonstrated acceptable reliability and 
validity in a number of prior studies (Billing and Moos 1982;
14
Cahoon and Rowney 1984; Jackson, Schwab, and Schuler 1986).
A number of other constructs also were used in the 
study. Role conflict and role ambiguity levels of 
salespeople were measured via eight and six item scales 
developed by Rizzo, House, and Lirtzman (1970). Job/Home 
Conflict was measured using items from the Burke, Weir, and 
DuWors (1979) scale assessing the impact of job on homelife. 
Job satisfaction was measured by the 20 item short form of 
the Minnesota Satisfaction Questionnaire (Weiss, Dawis, 
England, and Lofguist 1967). The three dimensions of 
burnout: emotional exhaustion, depersonalization, and
personal accomp1ishment, are measured with the Maslach 
Burnout Inventory (Maslach and Jackson 1981). Propensity to 
leave ones current position was measured by four items which 
ascertained the chances of a respondent leaving their job in 
the next 3, 6, 12, and 24 months (Bluedorn 1982).
Traditionally, salesforce performance studies have 
relied on quantitative performance data (Dubinsky and Hartley 
1986; Hafer and McCuen 1985), self reports of performance 
(which represent a surrogate for objective data; Oliver 1979, 
1974; Tyagi 1985), supervisory evaluations (Behrman,
Bigoness, and Perreault 1981; Cron and Slocum 1986; Futrell 
and Parasuraman 1984; Ivancevich 1979), or a combination of 
these measures to assess overall performance (Lamont and 
Lundstrom 1977; Waldman and Avolio 1986). As previously 
mentioned, this study proposes to use three different
15
measures of performance —  two subjective and one objective. 
These assessments of performance were: 1) customer
evaluations; 2) supervisory ratings; and, 3) percentage of 
quota obtained, which provided an objective view of 
performance.
EXPECTED CONTRIBUTIONS
Further examination of possible mediated and/or 
moderated influences of a salesperson's role stress upon work 
outcomes provides an important extension of current knowledge 
in the sales literature. Although both work environment 
(Tyagi 1985; 1982) and stress related constructs (Behrman
and Perreault 1984; Hampton, Dubinsky, and Skinner 1986) 
have been the subject of prior studies, they remain areas 
requiring additional research (Cangelosi and Lemoine 1988; 
Churchill, Ford, Hartley, and Walker 1985; Tyagi 1985).
There are several reasons for this. First, little research 
has addressed the internal work environment of the firm in a 
sales setting. What research has been carried out does not 
explicitly considered the role work relationships play in 
relation to the role stress a salesperson experiences.
Second, research findings concerning the relationship between 
role conflict/ambiguity and performance in sales settings 
have been inconsistent. Finally, the existence of indirect, 
rather than direct, linkages between role stress and a number
16
of constructs has not been thoroughly explored. The current 
study anticipates adding to current knowledge concerning the 
nature of these relationships.
This study takes the findings of previous research 
concerning role stress outcomes, and examines possible stress 
mediating/moderating relationships that could alter these 
outcomes. These intervening relationships are represented in 
the current study by job/home conflict and supportive work 
relationships. If these factors affect the outcomes of role 
stress then this study will provide a unique contribution to 
the existing sales literature. It further examines the 
differences that one can find when using a mediated versus 
moderated approach to examining the issue of additional 
constructs entering into a relationship such as role conflict 
—  job satisfaction.
A final contribution of this study involves its use of 
three different assessments of performance. Both 
quantitative and qualitative measures of sales performance 
will be used. Each measure will be examined by using the 
same constructs as predictors. Correlations between the 
three performance measures also will be examined to determine 
if they are highly correlated and, therefore, are basically 
different measures of one construct. Low correlations, 
coupled with very different regression results will tend to 
indicate that these measures address more than one type of 
performance.
ORGANIZATION OF STUDY
17
This chapter has presented a purpose for conducting this 
study and documents how the study adds to current 
understanding of salesforce outcomes. Chapter Two provides 
an overview of the literature related to work stress and 
work-related outcomes. Furthermore, mediating/moderating 
influences from work and family factors are described and 
developed through a conceptual framework that supports the 
existence of such relationships. Empirical findings from 
previous studies that present models of salesforce outcomes 
of interest to this study are reviewed and compared. Study 
hypotheses also are presented in this chapter.
Chapter Three examines methodological issues. The 
Methods discussion is divided into several sections. 
Measurement issues and the selection of scales are addressed 
in the first of these sections. Section two discusses issues 
of sample design. Section three examines the development of 
the survey instruments and procedures followed during the 
data gathering process. The fourth and final section 
addresses data analysis issues pertaining to the mediating 
and moderating hypotheses.
Chapter Four presents the results of the study and a 
complementary discussion. Chapter Five presents a detailed 
discussion of the study's findings. This chapter includes a 
conclusions section indicating how the findings of this study
add to our current understanding of salesforce management in 
an industrial services setting. Also presented are 
managerial implications describing how the results of this 
study can be used to improve sales management practices.
CHAPTER TWO
LITERATURE REVIEW
This chapter examines prior research findings relevant 
to the current study. Literature related to role conflict 
and role ambiguity is reviewed first. Second, the proposed 
mediating/moderating constructs of work relationships and 
job/home conflict are discussed. Finally, those work 
outcomes included in the study ■—  performance, job 
satisfaction, burnout, and propensity to leave —  are 
reviewed.
ROLE STRESS RESEARCH
Salespeople, perhaps more than most occupations, face 
numerous problems stemming from role conflict and role 
ambiguity (Ditz 1964; Walker, Churchill, and Ford 1972).
The existence of role difficulties is due largely to the 
nature of sales positions which require individuals to 
function as boundary spanners, linking their organization 
with their firms' customers (Belasco 1966; Pruden 1969; 
Schneider 1980; Walker, Churchill, and Ford 1975). To 
understand the nature of the boundary-spanning role and the 
pressures that affect personnel filling these roles, one
19
must recognize the "physical and psychological closeness of 
employees and customers" (Schneider and Bowen 1985, p.
424). Boundary-spanning personnel provide an interface 
between their firm and its customers (Johnston,
Parasuraman, Futrell, and Black 1990). Since they are 
closely associated with both firms, and often do not 
receive frequent, direct contact with their supervisors, 
they can experience high levels of role conflict and 
ambiguity. This is not surprising since their job entails 
trying to meet two very different sets of role 
expectations. They must please their customers, yet also 
satisfy their employer. Lacking the support that comes 
from close supervision can add to feelings of ambiguity. 
Therefore, role conflict and role ambiguity appear to be 
problems for salespeople and the organizations they work 
for. However, the exact nature of their relationships with 
performance, satisfaction, burnout, and turnover intentions 
is unclear.
Role Stress
To understand role pressures that an organization's 
boundary-spanning individuals face, it is essential to 
arrive at a clear-cut definition of both role conflict and 
role ambiguity. Role conflict is a result of an individual 
believing that the demands of two or more parties are 
incompatible and cannot be carried out simultaneously
2 1
(Rizzo, House, and Lirtzman 1970). Role ambiguity can be 
viewed as a "lack of the necessary information available to 
a given organizational position'1 (Rizzo et al. 1970, p.
151; also see Dubinsky et al. 1989).
A number of studies have found that both role conflict 
and role ambiguity directly or indirectly exert a 
significant influence upon important personal and 
organizational outcomes. Role stress (both conflict and 
ambiguity) has been shown to affect performance, usually in 
a negative fashion (i.e., Bagozzi 1978; Donnelly and Etzel 
1977). It also has a negative effect upon an employee's 
job satisfaction (Ford, Walker, and Churchill 1976; 
Johnston, Parasuraman, and Futrell 1989; Szilagyi, Sims, 
and Keller 1976), and motivation (Ford, Walker, and 
Churchill 1976; Hampton, Dubinsky, and Skinner 1986). 
Furthermore, role perceptions have been found to negatively 
influence commitment levels (Dubinsky and Hartley 1986; 
Johnston et al. 1990), while relating positively with 
burnout (Schwab, Jackson, and Schuler 1986; Schwab and 
Iwanicki 1982), and turnover intentions (Horn, Griffeth, and 
Sellaro 1984; Bush and Busch 1981; Donnelly and 
Ivancevich 1975). However, many of these relationships may 
be indirect instead of direct, operating through other 
constructs.
The importance of role perceptions in relation to work 
outcomes has been demonstrated in a number of studies. In
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their meta-analysis of salesperson performance, Churchill, 
Ford, Hartley, and Walker (1985) note that, for 
salespeople, role constructs have the "highest correlation 
with performance" (p. 109), when compared to other 
predictors of performance.
Similar results have been obtained for satisfaction, 
burnout, and turnover (Bush and Busch 1981? Johnston et al. 
1990; Schwab and Iwanicki 1982; Szilagyi 1977). The 
importance of role stress in salesforce research is widely 
recognized. In fact, a recent book devoted five chapters 
to role-related issues (Ford, Churchill, and Walker 1985).
Role Conflict and Role Ambiguity
Role conflict is one of the most important constructs 
related to salesforce management. This is due, in part, to 
the nature of sales positions which require salespeople to 
operate as boundary spanners, making them more susceptible 
to role conflict than many other employees (Franke,
Behrman, and Perreault 1982). A similarly important 
construct is role ambiguity which forms the second 
component of role stress examined by this study.
Performance
Unlike role conflict which has produced mixed results 
concerning performance, role ambiguity has demonstrated a
consistent effect on performance. In a number of studies, 
across various populations, role ambiguity has been found 
to negatively affect work performance (Dubinsky and Hartley 
1986; Schuler 1977). Various studies have found role 
conflict to affect performance in opposite directions, 
sometimes positively, and sometimes negatively (i.e., 
Bagozzi 1978; Dubinsky and Hartley 1986). otherwise, 
findings concerning role conflict and role ambiguity are 
similar. Satisfaction is negatively related to both 
constructs. Burnout and propensity to leave are generally 
viewed as being outcomes of both role conflict and 
ambiguity (Bagozzi 1978; Behrman and Perreault 1984). The 
following paragraphs offer a brief discussion of findings 
from prior research into the relationship between role 
conflict, role ambiguity, and the outcome variables used in 
this study:
1) performance; 2) job satisfaction; 3) burnout; and, 4) 
propensity to leave.
Based on empirical findings from previous research in 
management and psychology, role conflict was initially 
hypothesized to negatively affect salesperson performance 
(Bagozzi 1978; Schuler 1977; Szilagyi, Sims, and Keller
1976). Later, several marketing studies in both industrial 
and consumer sales settings reported a positive 
relationship between higher conflict levels and increased
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performance (Behrman and Perreault 1984; Donnelly and 
Etzel 1977; Dubinsky and Hartley 1986).
Studies reporting negative relationships between role 
conflict and performance levels cover a wide range of 
occupations. Some of these are sales related while others 
come from non-selling positions (Schuler 1977; Szilagyi
1977). For example, both Baggozzi (1978) and Donnelly and 
Ivancevich (1977) found that industrial salespeople with 
lower levels of role conflict performed better.
Relationships between role conflict and performance 
have been studied for populations other than salespeople.
In studies of health care professionals, Szilagyi, Sims, 
and Keller (1976) found a negative relationship between 
individual levels of role conflict and performance.
Similar results have been reported for manufacturing 
employees (Schuler 1977). Thus, research findings for 
populations other than sales generally suggest that role 
conflict is negatively related to work performance.
Salespeople, however, may be a different and unique 
case. Behrman and Perreault (1984) found role conflict to 
be positively related to performance among industrial 
salespeople. Similar results were found in a study of 
insurance agents (Dubinsky and Hartley 1986). Role stress, 
operationalized in a similar fashion to role conflict, also 
was positively correlated with performance in a study of 
retail salespeople (Donnelly and Etzel 1977).
Given these conflicting findings, the exact 
relationship between role conflict and performance is 
debatable. Franke, Behrman, and Perreault (1982) suggest 
that, because role conflict is unavoidable in sales 
positions, effective performance depends on learning to 
cope with conflict. Dubinsky and Hartley (1986), explaining 
their finding of a positive relationship between conflict 
and performance, suggest "the self-selection process has 
placed individuals who thrive on high conflict environments 
in selling positions" (p.43). Perhaps an early study best 
summed it up by noting that role stress can increase or 
decrease performance depending on the level, situation, and 
context of the stress (Lazerus, Dease, and Osier 1952).
Unlike role conflict, findings concerning the 
relationship between performance and role ambiguity have 
been more consistent in both sales and non-selling 
positions. Szilagyi, Sims, and Keller (1976), in a study 
of medical workers, found that role ambiguity had a 
negative effect on performance. This result was similar to 
that of Schuler (1977) who discovered a negative 
relationship between manufacturing employees' performance 
and increased levels of ambiguity. These relationships are 
consistent with those discovered in studies of sales 
personnel.
Path analyses of salesperson performance conducted by 
Behrman and Perreault (1984) and Dubinsky and Hartley
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(1986) both found a significant, negative linkage between 
role ambiguity and performance. In an analysis of 
industrial salespeople, Bagozzi (1978) discovered a 
negative relationship between those two constructs. The 
consistency of findings across studies conducted upon a 
wide range of populations suggests that role ambiguity has 
a pronounced negative influence upon work performance.
This study hypothesizes a negative relationship with 
performance for both role conflict and ambiguity. Prior 
research supports both of these linkages, although there 
are competing views concerning role conflict. However, 
past findings indicate a negative relationship between role 
ambiguity and job performance which is consistent with the 
hypotheses of this study. This study further hypothesizes 
that the influence of role conflict and ambiguity upon 
performance may be indirect, operating through other 
variables that serve as mediators of the role stress —  
performance relationship.
Satisfaction
While findings concerning the relationship between role 
conflict and performance have been mixed, that has not been 
the case with job satisfaction. Here, there clearly 
appears to be a negative relationship for role 
conf1ict/ambiguity, with all facets of job satisfaction as 
well as overall job satisfaction. Hafer and McCuen (1985),
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found that both role tension and role ambiguity negatively 
affected a salesperson's satisfaction.
Both conflict and ambiguity concerning a salesperson1s 
role also were strongly and negatively correlated with a 
variety of job satisfaction components in other salesforce 
studies (Churchill, Ford, and Walker 1976; Johnston, et al. 
1989) . Results from other studies are quite similar, 
consistently indicating that role conflict is negatively 
related to overall job satisfaction (Behrman and Perreault 
1984; Szilagyi 1977; Teas 1983). Job satisfaction of 
industrial salespeople was found to be negatively 
influenced by role tension (Bagozzi 1978). Donnelly and 
Ivancevich (1975) report similar results for salespeople as 
well as their supervisors. Dubinsky and Hartley (1986) 
also found role ambiguity acting as an antecedent of 
overall job satisfaction. It appears, therefore, that the 
role conflict —  job satisfaction relationship, and role 
ambiguity —  job satisfaction linkage, should be 
significant and negative in direction (Bedeian and 
Armenakis 1981; Szilagyi, Sims, and Keller 1976).
While a number of studies have discovered significant 
correlations between role conflict/ambiguity, and job 
satisfaction, the relationships have not always been 
direct. In several instances, other variables also have 
served as predictors, often in lieu of one or both role 
constructs.
28
Schaubroeck, Cotton, and Jennings (1989) indicate that role 
conflict may influence job satisfaction indirectly through 
job tension. Himle, Jayaratne, and Thyness (1989) 
discovered a moderating relationship where emotional 
support from work sources (co-workers and supervisors) 
could reduce the negative effects of role stress upon job 
satisfaction. These findings lend support to the 
hypothesized mediating/moderating relationships.
As this review indicates, a number of prior research 
studies have examined certain facets of satisfaction, 
others have looked at overall satisfaction, and still 
others have reported results for both. All of these 
studies generally indicate that there is a negative 
relationship between role conflict/ambiguity and job 
satisfaction. One reason for this negative relationship is 
that uncertainty about what one should do, as well as being 
subjected to conflicting interests and demands, can reduce 
a salesperson's satisfaction with their job. This study 
will examine the role stress —  overall job satisfaction 
relationship and also possible mediating/moderating 
influences.
Burnout
Another construct often associated with role stress is 
burnout, which can be viewed as emotional exhaustion, 
depersonalization, and a lack of personal accomplishment
(Maslach and Jackson 1982). Burnout is described as a 
feeling that one has nothing left to give (emotional 
exhaustion) and involves negative and callous attitudes 
toward clients (depersona1i zation). It also includes 
negative evaluations of one's accomplishments at work 
(personal accomplishment; Maslach and Jackson 1982). This 
construct has been linked with role conflict in a number of 
studies. For instance, Hagen (1989) found that emotional 
exhaustion was related to role conflict for social workers 
directly in contact with their clients. A study of public 
school teachers exhibited results similar to Hagen's 
(Schwab, Jackson, and Schuler 1986).
A survey of public service workers operating in 
boundary-spanning positions produced results indicating a 
strong, positive relationship between role conflict, role 
ambiguity, and emotional burnout (Eisenstat and Felner 
1984). Past results also suggest that role stress is 
positively related to burnout. For example, workers 
occupying boundary-spanning roles in an organization appear 
most susceptible to burnout arising from high levels of 
role conflict and/or ambiguity (Russell et al. 1987; Schwab 
and Iwanicki 1982).
Although role stress has been linked to burnout in a 
number of studies, that relationship is often viewed as 
being mediated or moderated. Himle et al. (1989) found 
that support from co-workers and supervisors could reduce
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the negative effects of role conflict and ambiguity upon 
employee burnout levels. Other research indicates that 
outside factors, both supportive and stressors, also 
influence burnout (Etzion 1984). It is possible that these 
outside effects are mediators/moderators of the direct role 
stress —  burnout relationship. Schwab et al. (1986) found 
that role conflict and social support were predictors of 
both emotional exhaustion and depersonalization, while role 
ambiguity only predicted emotional exhaustion. They also 
reported that social support could predict personal 
accomplishment, although neither of the role variables 
could. Therefore, while role conflict and ambiguity are 
related in some fashion to burnout, it may be that their 
relationship is not always direct and they are not the most 
important predictors of that construct.
Propensity to Leave
In addition to performance, job satisfaction and 
burnout, role conflict and ambiguity have been linked to a 
fourth important work outcome —  the propensity of an 
employee to leave a job. Propensity to leave is an 
important behavioral measure since it is a very strong 
predictor of turnover (Good, Sisler, and Gentry 1988;
Stumpf and Hartman 1984). In a study of accountants and 
health professionals, Kemery, Bedeian, Mossholder, and 
Touliatos (1985) found that both role conflict and role
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ambiguity could directly influence an individual's 
propensity to leave. A study of salespeople and their 
supervisors reported that role conflict was significantly 
correlated with propensity to leave (Donnelly and 
Ivancevich 1975). Role stress also was linked to intention 
to quit indirectly in a variety of other studies (Kemery, 
Mossholder, and Bedeian 1987; Netemeyer, Johnston, and 
Burton 1990; Schaubroeck, Cotton, and Jennings 1989).
Examining differences between salespeople, Busch and 
Bush (1978) found that salespeople with greater levels of 
role clarity were less likely to quit. Another study 
indicates that higher levels of job stress increase the 
chances a person will leave an organization (Bhagat, 
McQuaid, Lindhom, and Segovis 1985). In their survey of 
turnover research, Porter and Steers (1973) found a 
negative linkage between role clarity and turnover which is 
what one would expect given the opposite nature of role 
clarity and role stress.
Fisher and Gitelson's (1983) meta-analysis of role 
variable outcomes revealed an overall indirect effect 
between role variables and propensity to leave. However, 
job type was found to moderate this relationship with 
managerial positions showing a stronger link between role 
stress and propensity to leave. Similarly, Good, Sisler, 
and Gentry (1988) indicate that role conflict and role 
ambiguity exert an indirect influence upon an employee's
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propensity to leave. Schaubroeck, et al. (1989) also 
discovered an indirect relationship between role stress and 
quitting intentions.
It appears that role variables are related to an 
individual employee's propensity to leave an organization. 
Role conflict and ambiguity have been both directly and 
indirectly linked to leaving intentions in several studies. 
One can conclude that there probably is, at the very least, 
a fairly strong indirect relationship between role 
conflict/ambiguity and propensity to leave. Though it is 
possible that role variables are a direct antecedent of 
quitting intentions, that relationship may vary based on 
the particular employment situation.
Summary
One point of agreement among salesforce studies is that 
role stress is inevitable within a selling context (Bagozzi 
1978; Behrman and Perreault 1984; Dubinsky and Hartley 
1986). For example, all salespeople will experience some 
degree of incompatible demands from their customers and/or 
employer resulting in role conflict. Moreover, role 
perceptions appear to play an important part in determining 
an employee's work performance, satisfaction, burnout 
level, and propensity to leave. These findings have been 
consistently supported in a number of studies.
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Furthermore, they may be particularly true for boundary- 
spanning positions, such as personal selling.
One issue that is unclear is the direction of the 
relationship between role conflict and performance. The 
model proposed in the present research hypothesizes a 
negative relationship for both role conflict and ambiguity 
with performance, and job satisfaction, as well as the 
personal accomplishment component of burnout. In contrast, 
these same role constructs are posited to be positively 
related to the emotional exhaustion and depersonalization 
components of burnout, as well as propensity to leave.
There is evidence, however, that work and family factors 
may influence the relationship between role stress and 
negative work outcomes (Billings and Moos 1984; Crouter 
1984). Thus, this study hypothesizes that the role 
stress —  work outcomes relationship is indirect, 
mediated/moderated by work relationships and job/home 
conflict.
JOB/HOME CONFLICT RESEARCH
Job/home conflict is defined as, "a form of interrole 
conflict in which the role pressures from the work and 
family domains are mutually incompatible in some respect" 
(Greenhaus and Beutell 1985, p. 76). It assesses the 
influences of job requirements upon participation in home 
and social activities and an individual's relationships
with friends and family, and how outside influences affect 
work situations (Duxbury and Higgins 1991; Loerch, Russell, 
and Rush 1989; Parasuraman et al. 1989). The relationship 
between conflicting demands arising from job and home 
responsibilities has been the subject of considerable 
research interest in recent years, although not necessarily 
in a sales context (Jackson, Zedeck, and Summer 1985; 
Pardine, Higgins, Szeglin, Beres, Kravitz, Fotis 1981). 
Current research indicates that extra-work influences can 
affect job outcomes and that job related factors affect 
personal/family life activities (Lewis and Cooper 1987; 
Parasuraman, Greenhaus, Rabinowitz, Bedeian, and Mossholder 
1989; Rice, Near, and Hunt 1979). Chief among work 
environment variables whose relationships with job/home 
conflict have been examined is work-related stress, which 
is associated with a number of constructs involving an 
employee's personal life and work outcomes (Baggozzi 1978; 
Bedeian, Burke, and Moffet 1988; Brief and Aldag 1976; 
Cooper and Davidson 1982; Cooper and Marshall 1976).
Job/Home Conflict
Extra-work factors that affect work outcomes involve a 
number of areas including: time based conflicts that
occur from trying to fulfill job and personal life roles; 
strains associated with participating in one role which 
makes it hard to meet the requirements of other roles; and,
specific behavioral conflicts arising from fulfilling the 
requirements of one role making it impossible to achieve 
other role requirements. Additional ways in which outside 
influences affect work outcomes include the positive 
effects of social support that individuals obtain from 
personal sources. This social support has been 
demonstrated to reduce work-related role stress as well as 
other work outcomes (Greenhaus and Beutell 1985; Jackson 
and Maslach 1982; Pardine, et al. 1981) .
Job/home influences are posited to be linked to a 
variety of work outcomes, many of which traditionally have 
been associated directly with work influences. These work 
outcomes are performance (Kahn and Hadley 1949; Maslach and 
Jackson 1982), job satisfaction (Koppelman, Greenhaus, and 
Connolly 1983), emotional exhaustion (Jackson, et al. 1985; 
Schaubeck, Cotton, and Jennings 1989), and turnover 
intentions (Bhagat 1983; Schwab, Jackson, and Schuler
1986). Recent research indicates that social support from 
both work and non-work sources can have a salutary effect 
upon levels of work related stress (Lewis and Cooper 1987; 
Pines, Aronson, and Kafry 1986; Rapoport and Rapoport 
1971). Conversely, conflict between job/personal role 
requirements increases feelings of stress, both on the job 
and in one's personal life (Holahan and Gilbert 1979; Jones 
and Butler 1980; Pardine, et al. 1981).
A number of studies indicate that social support from 
work sources can buffer an individual from many of the 
negative effects of stress (Eisenstat and Felner 1984; 
Gaines and Jermier 1983; Himle, Jayaratne, and Thyness 
1989; Lambert 1990). Other studies have proposed that 
job/home influences also play a role in either protecting 
an individual from work-related stress or exacerbating 
already existing stress levels by adding outside problems 
to those found in the workplace (e.g., Burke and Weir 1976; 
Crouter 1984). Given these findings, it appears that 
job/home conflict may influence work outcomes in one of two 
ways. First, it can be a particularly important source of 
additional stress beyond that experienced in work settings 
(Crouter 1984; Rice, Near, and Hunt 1979). Second, low 
levels of job/home conflict, including supportive behavior 
from friends and family, can help workers to overcome high 
levels of work-related stress without experiencing the full 
range of its negative effects on either work or personal 
activities (Kopelman, Greenhaus, and Connolly 1983;
Pardine, et al. 1981).
Performance
While the relationship between work/home conflict and 
other constructs such as job satisfaction has been 
extensively examined, work performance has been linked with 
job/home conflict in far fewer cases. Greenhaus, Bedeian,
and Mossholder (1987) indicate that job performance may 
detract from personal and family well-being for some 
workers with greater home responsibilities. In a 
conceptual model of job/home conflict outcomes, Bhagat 
(1983) hypothesized a link between extra-work life events 
and reduced performance effectiveness. Crouter (1984) 
also indicates that the potential for family/personal life 
spillover into the workplace is as great as for the 
opposite, where work requirements spillover into family 
life. If that is indeed the case, then job performance may 
well be affected either positively or negatively by non­
work events.
Several early studies into salesforce performance, 
while not specifically assessing job/home conflict, 
recognize the importance of extra-work variables in 
determining sales performance. Mosel (1949) indicates that 
the ideal retail salesperson is, among other things, not 
married. This finding provides some evidence that fewer 
non-work responsibilities and/or extra-work conflicts can 
lead to higher performance. Merenda and Clarke (1959), in 
their study of life insurance salespeople, note that family 
influences can affect sales performance.
Family expectations were found to significantly predict 
sales performance in a more recent salesforce study 
(Behrman, Bigoness, and Perreault 1981). The presence of 
stability in family situations also has been linked to
increased sales performance in another study (Baehr and 
Williams 1968). These empirical findings, when coupled 
with Bhagat's conceptual model, all indicate that 
performance, like satisfaction and other job outcomes, may 
be related in some fashion to the degree of job/home 
conflict that is present in a salesperson's overall 
lifestyle. Extra-work influences may impact other work 
outcomes beyond performance. These possible relationships 
also will be discussed.
Job Satisfaction
One important work outcome often associated with 
work/home conflict is job satisfaction. Findings that 
extra-workplace demands can negatively affect the 
satisfaction one derives from work are common (Jones and 
Butler 1980; Kopelman, et al. 1983; Sekaran 1983b; Staines 
1980). In a study of utility company plant operators, 
Jackson et al. (1985) found that emotional interference 
from the job was related to job/home conflict, which in 
turn led to job dissatisfaction. Several other studies 
have reported similar findings. Outside influences, in the 
form of personal/family requirements, were found to affect 
job satisfaction levels (Rice, Near, and Hunt 1979; Rudd 
and McKerny 1986). Staines, Pottick, and Fudge (1985) 
reported that a wife's employment status helped determine 
her husband's job satisfaction level. They found that
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husbands with employed wives reported less job satisfaction 
than men with non-working wives. In a similar study, it 
was again reported that work/family conflict levels had an 
influence upon job satisfaction (Parasuraman, et al. 1989).
Previous research, however, has not always supported 
the link between job/home conflict and job satisfaction. 
Bedeian, Burke, and Moffett (1988), in a study of 
accountants, found the path between work-family conflict 
and job satisfaction was insignificant. Work-family 
conflict was significantly related to life satisfaction and 
marital satisfaction, but not job satisfaction.
From these findings, one can conclude that extra-work 
variables have the potential to play a role in determining 
an individual's level of job satisfaction. In particular, 
the presence or absence of job/home conflict may play a key 
role in helping influence an employee1s job satisfaction 
level. While work factors are very important in 
determining satisfaction levels, outside influences also 
must be considered (Sekaran 1983a).
Burnout
An employee's level of burnout also has been linked to 
higher levels of job/home conflict and pressures arising 
from that conflict. Jackson and Maslach (1982) found that 
emotional exhaustion is related to workers experiencing 
high levels of stress in their job situation. This
finding, while not from a salesforce population, is 
relevant because of the high levels of role stress 
experienced by many salespeople (Behrman and Perreault 
1984; Churchill, Walker, and Ford 1975; Pruden 1969). High 
levels of work related stress consistently have been 
associated with emotional exhaustion and work/home conflict 
(Jackson, Schwab, and Schuler 1986; Johnson and Stone 1987; 
Schwab, Jackson, and Schuler 1986). This link between 
burnout and job/home conflict in a relatively high stress 
occupation such as sales is therefore significant to the 
current study.
If high stress occupations take a greater toll on 
workers, and it appears they do, the question becomes,
"What can be done to reduce stress levels and negative 
outcomes such as burnout that are strongly associated with 
work related stress?" One answer may lie in personal life 
factors which can play important roles in reducing unwanted 
work outcomes, such as burnout, arising from stressful 
occupations (Maslach and Jackson 1985; Pardine, et al., 
1981; Rice, Near, and Hunt 1979).
Personal factors also can magnify negative outcomes and 
cause even greater strain in the lives of workers (Crouter
1984). For instance, Gaines and Jermier (1983) indicate 
that negative influences of work stress can be reduced if 
sufficient social support from work sources is available. 
Other studies further demonstrate that non-work sources of
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social support can reduce negative effects of job related 
stress upon work outcomes (Billings and Moos 1981; Rice, et 
al. 1979). At the same time, a lack of support from these 
sources may increase unfavorable work outcomes (e.g. Lewis 
and Cooper 1987; Pardine, et al. 1981). These findings 
indicate that support from work and non-work sources can 
play an important role in alleviating feelings of burnout 
among employees.
Generally, there is evidence that social support from 
family sources and friends can help reduce levels of 
emotional exhaustion (Maslach and Jackson 1985; Johnson and 
Stone 1987). Lower levels of burnout may therefore be an 
outcome of less job/home conflict, and/or a more supportive 
work environment. Prior research points to the use of co­
workers, supervisors, and family members as sources of this 
important social support.
Propensity to Leave
A final work outcome related to pressures arising from 
work/home conflict is the propensity of an employee to quit 
(Bhagat 1983). Several studies have hypothesized that non­
work influences directly affect a salesperson's propensity 
to leave (Lee and Mowday 1987; Steers and Mowday 1981). 
Other studies, both conceptual and empirical, indicate that 
a variety of non-work influences may impact leaving 
intentions (Darmon 1987; Dubin, Champoux, and Porter 1975;
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Jolson, Dubinsky and Anderson 1987; Mobley 1982; Mobley, 
Griffeth, Hand, and Meglino 1979). From these studies, one 
can make a strong case for including non-work factors in 
turnover studies.
Much turnover research has avoided or ignored the 
influence of non-work variables. While a number of 
conceptual models include personal life factors, many 
empirical studies fail to test these constructs and, 
instead, focus only on workplace centered variables such as 
role stress, organizational commitment, work satisfaction, 
and other constructs. This study proposes that non-work 
influences also are important in the decision processes of 
salespeople regarding whether or not to leave a firm.
Summary
Overall, findings from a wide variety of research 
indicate that extra-work relationships are very important 
in reducing negative outcomes that arise from stressful 
work settings. These outside influences can affect such 
important work outcomes as performance, satisfaction, 
burnout, and the propensity of employees to leave a 
position. The nature of the relationship between role 
stress, work and family support and requirements, and work 
outcomes is not clear in sales settings. This study hopes 
to clarify that relationship by proposing that job/home 
conflict acts as a mediator and/or moderator of work
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outcomes typically viewed as stemming from role stress. 
Prior research results provide clear indication that 
job/home conflict is an area of potential importance in 
future salesforce management research.
WORK RELATIONSHIPS RESEARCH
An organization's work environment includes a wide 
range of components. Some of these items are related to 
the physical environment surrounding individuals and their 
co-workers. Others are reflective of the psychological 
support, pressure, and assistance that result from daily 
activities, operating procedures, and one's relationships 
with fellow workers and managers. In the words of 
Churchill, Ford, and Walker (1976), these 11 organizationa1 
characteristics and social relationships constitute the 
individual's work environment" (p. 324).
The work environment is composed of a number of 
components that can affect other important organizational 
constructs included in the current study. Work environment 
characteristics have been found to influence several 
important job outcomes including: performance (Cron and
Slocum 1986; Schneider 1980), job satisfaction, and the 
negative effects of low role clarity (Churchill, Ford, and 
Walker 1976; Schneider 1980; Teas 1983). Favorable ratings 
of supervision and co-workers have been recognized as
having the potential to positively contribute to favorable 
work outcomes and reduce the incidence of negative ones.
In a sales organization, the in-house work area is one 
of the few aspects of the selling mix that is directly 
controllable by a firm. Yet, it was on of the least 
researched of the five areas that Churchill, Ford, Hartley, 
and Walker (1985) examined in their meta-analysis of sales 
performance. Newman (1977) earlier expressed that 
sentiment when he indicated that, "... our present 
understanding of the actual impact of organized work 
environments on worker responses is not great" (p.520).
This void has yet to be filled.
Work Relationships
While there is still much to learn about work-place 
influences upon employees, Schneider and his co-workers 
have contributed a considerable amount of information to 
the work environment/climate literature. In research 
studies focusing upon service employees, they discovered 
that management and supervisory practices influence the 
perceived competence of boundary-spanning employees as well 
as customer ratings of overall service quality (Schneider 
and Bowen 1985; Schneider, Parkington, and Buxton 1980). 
Other research tends to support the importance of 
supervisory practices and relationships with workers in 
boundary- spanning positions (Courage and Williams 1987;
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Himle et al. 1989; Schwab et al. 1986). These findings 
make it apparent that a measure of a salesperson's work 
environment is important if one wishes to get a complete 
picture of relationships that influence a salesperson's 
ability to perform. Work related constructs also are 
important if a study seeks to add to current knowledge 
concerning salesforce issues (Schwab, Ungson, and Brown
1985).
While a company can control neither its' customers, nor 
the overall economy, its internal work environment 
(operationalized as work relationships) is largely under 
the control of management. This ability to exert a 
reasonable amount of control over one aspect of the sales 
environment is why work relationships is such an important 
component of this study. While a wide variety of work 
environment constructs can influence workers, this study 
focuses on work-based relationships and their effect upon 
several work outcomes related to role conflict and 
ambiguity. The following literature review will detail 
the affect an organization can expect to have on salesforce 
outcomes through work relationships.
One area where work relationships appear to have 
considerable impact is in its effect upon work-related 
stress. Billings and Moos (1982) recognize occupational 
stress is a critical problem in many employment situations. 
The boundary-spanning nature of sales positions places
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salespeople into roles were they often receive conflicting 
and ambiguous signals which can lead to increased feelings 
of role stress (Behrman and Perreault 1984; Belasco 1966; 
Walker, Churchill, and Ford 1977). Conflict is a natural 
outcome of trying to serve both one's customer and one's 
own employer. Thus role conflict and role ambiguity appear 
to be difficult problems for a salesforce to overcome.
Findings from Schneider and his associates, as well as 
those of Billings and Moos (1982), support a linkage 
between role perceptions and organizational/environmental 
variables such as those proposed by Walker, Churchill, and 
Ford (1977). Organizational and environmental variables, 
including supervisory support and peer support, also have 
been shown to lessen negative effects of role stress in 
studies of both sales and public safety workers (Kirmeyer 
and Dougherty 1988; Tyagi 1985). Furthermore, in a study 
of health professionals, positive support from one’s peers 
demonstrated a positive relationship with feelings of job 
accomplishment (Savicki and Cooley 1987). This appears to 
have been a result of this relationship reducing the 
negative effects of role stress.
Similar findings are reported in a number of additional 
studies. Russell, et al. (1987) found that social support 
from co-workers could lessen the negative effects of stress 
among teachers. Etzion (1984) also reported that social
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support from work and home sources could reduce negative 
work outcomes arising from role stress.
Still other research into work environment influences 
indicates that negative effects of role stress can be 
reduced by support from work-related sources (Billings and 
Moos 1982; Kirmeyer and Lin 1987; Kohli 1989). For 
instance, Kohli (1989) discovered that supervisory 
practices could influence the effects of role clarity upon 
job satisfaction. He found that favorably rated 
supervisory practices reinforced perceptions of role 
clarity. In another study, leadership behaviors were 
found to increase performance (Sheridan and Vredenburg
1987) . These research efforts, as well as others, indicate 
effects induced by role stress can be mediated by social 
support from work sources (Greenhaus 1988; Holahan and 
Gilbert 1979; Lambert 1990; Lewis and Cooper 1987).
Much of the research concerning work environment 
influences centers on role stress and related concerns. 
There is considerable evidence, however, that work 
relationships in the form of supervisory practices, 
organizational values, and co-worker support directly 
affect important work outcomes. These can include 
performance, satisfaction, burnout, and turnover 
intentions. The influence of work relationships upon these 
constructs will be briefly reviewed in the remainder of 
this section.
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Performance
The effect of work relationships upon performance has 
not received a great deal of attention in organizational 
research. Sales studies, in particular tend to focus on 
role variables and motivation levels as predictors of 
performance. There is, however, some research that 
examines the work environment —  performance linkage. As 
mentioned earlier, Schneider et al. (1980) found that 
supervisory practices could help determine the perceived 
competence of employees. Leader behavior also was found to 
be significantly related to performance by Sheridan and 
Vredenburg (1978). In a sales environment, leadership 
behaviors were found to be one predictor of performance 
(Tyagi, 1985). While limited in number, these studies 
indicate that work relationships can impact performance in 
an organization.
Job Satisfaction
Job satisfaction has been linked to work relationships 
in a much wider range of studies. Himle, Jayaratne, and 
Thyness (1989) found that supervisor and co-worker support 
could increase feelings of job satisfaction among workers. 
Other studies, likewise found that staff support could 
increase job satisfaction among human service workers 
(Eisenstat and Felner 1984; Parkes 1982).
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In sales situations, Kohli (1989) reported that 
supervisory behaviors influence certain salespeople's job 
satisfaction. Kohli's study indicates certain individual's 
need supervision to a greater degree and that by providing 
assistance, a firm can increase the job satisfaction of 
those salespeople. Churchill, Ford, and Walker (1976) also 
indicate that satisfaction can result from supervisory 
practices. These studies appear to demonstrate that the 
work relationships an employee experiences can affect 
his/her satisfaction with the job. Positive work 
relationships lead to, among other outcomes, more positive 
ratings of overall job satisfaction.
Burnout
In addition to performance and job satisfaction, work 
relationships have been linked to burnout. Seltzer and 
Numerof (1988) report a strong linkage between supervisory 
behavior and burnout. Himle et al. (1989) likewise found 
that supervisor and co-worker support could decrease 
reported levels of burnout. Similarly, absence of social 
support in the workplace has been demonstrated to lead to 
burnout among educators (Schwab et al. 1986). A wide 
variety of other studies have reported that supportive work 
relationships can bring about lower burnout levels (i.e., 
LeCroy and Rank 1987; Russell, Altmaier and Van Velzen 
1987).
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Propensity to Leave
A final area of interest to this study involves the 
influence of work relationships upon an employee's 
propensity to leave. Schneider (1980) found that 
supervisory/management behavior could influence quitting 
intentions. Other research has uncovered similar results. 
One group of constructs proposed as antecedents of turnover 
involve work climate variables (Mobley, Griffeth, Hand, and 
Meglino 1979). Leadership considerations are indirectly 
related to quitting intentions in yet another study 
(Michaels and Spector 1982). Terborg and Lee (1984) also 
report that organizational climate can influence turnover 
rates. Additional findings related to the importance of 
work relationships in the formation of quitting intentions 
are fairly widespread (Jolson, Dubinsky, and Anderson 1987; 
Porter and Steers 1973; Williamson 1983).
Summary
Of all the constructs included in the hypotheses 
forming the basis of this study, few are as neglected by 
researchers as the variables composing work relationships. 
At the same time, perhaps no other component in the selling 
environment is as easily changed by the firm as is the 
internal work environment provided for employees. Thus, 
this group of constructs forms a vital and critical portion 
of the current study.
A salesperson's work relationships may be a significant 
factor in mediating or moderating outcomes stemming from 
role perception levels of that individual. Since role 
variables appear to affect sales outcomes such as 
performance and satisfaction, it is important to recognize 
the influence of work-related factors upon role stress.
Work relationships, in the form of co-worker and supervisor 
support, can decrease negative salesforce outcomes 
typically associated with role conflict and role ambiguity. 
There is considerable evidence, therefore, that work 
environment factors may influence negative outcomes arising 
from high levels of role stress.
In addition to possibly serving as a mediator or 
moderator in relation to role stress outcomes, work 
relationships can be important constructs in their own 
right. Performance, job satisfaction, burnout, and 
quitting intentions have been linked to work relationships 
in a wide variety of research studies. While the 
relationship between work support and work outcomes has 
been viewed as both direct or indirect, there appears to be 
little question that there is an effect. This study hopes 
to increase current levels of understanding concerning the 
importance of work relationships in relation to role stress 
and selected work outcomes.
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SALES PERFORMANCE
Sales performance, and the wide range of organizational 
constructs and individual differences used to predict it, 
has long been a subject of intense interest to researchers. 
A wide variety of personal traits, perceptions, and 
constructs have been linked to performance. Predictors of 
salesforce performance will be examined in the following 
section to establish the variety of influences that can 
affect the level of performance a salesperson exhibits. 
While a detailed review and discussion of these findings 
goes far beyond the scope of this study, commonly examined 
relationships will be briefly examined. Extra attention 
will be given to role perceptions and the work environment 
as those constructs are used in the current study as 
possible predictors of performance.
Performance Predictors
Individually based sales predictors include physical 
characteristics (i.e. Lamont and Lundstrom 1977), role 
perceptions (Behrman and Perreault 1984), motivation 
(Locke, Mento, and Katcher 1978), and selling skills 
(Sujan, Sujan, and Bettman 1988). Organizational 
constructs used to predict salesperson performance embrace 
a variety of topics. Some commonly examined topics involve 
the supervision provided by a firm (Teas 1983; Tyagi 1982)
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and other non-supervisory aspects of the work environment 
(Castleberry and Tanner 1986; Tyagi 1985).
Physical and character traits that have been linked to 
sales performance include a wide range of topics. This 
area of research evolved as researchers sought to identify 
common traits among good salespeople that might help sales 
managers in the salesperson selection process (Cotham 1969; 
McMurray 1961). Some of these focused on physical 
characteristics and age (Cover and Pressey 1950; Kirchner, 
McElwain, and Dunnette 1960; Lamont and Lundstrom 1977; 
McEvoy and Casio 1989). Personality tests and other types 
of written instruments also have been widely used to find 
effective salespeople (Baier and Dugan 1956; Greenberg and 
Greenberg 1980; Hampton 1940; Harrell 1960; Mosel 1952; 
Plotkin 1986). Studies of physical and character traits 
have been less popular in recent years, but they do 
comprise much of the early literature concerning sales 
performance.
Motivation and skill levels are two other often 
examined predictors of sales performance. In their meta­
analysis, Churchill, Ford, Hartley, and Walker (1985) note 
that more attention has been given to motivation topics in 
recent years than to any other sales antecedent.
Motivation has been linked to performance in a number of 
conceptual and empirical studies (Chonko 1986; Dubinsky and 
Hartley 1986; Teas 1983; Teas and McElroy 1986; Walker,
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Churchill, and Ford 1977). Skill levels also can account 
for as much as seven percent of the performance differences 
between salespeople (Churchill, et al. 1985).
Work, organizational, and personal environment issues 
are other constructs that have been used to predict sales 
performance. Prior research indicates that work 
environment issues play a significant role in contributing 
to an employee's performance and his/her desire to perform 
(Churchill, et al. 1985; Churchill, et al. 1976; Joyce and 
Slocum 1984; Newman 1977). Favorable work environment 
perceptions have been demonstrated to improve performance 
in several studies (i.e., Cron and Slocum 1985, Schneider 
1980; Kohli 1989). Extra-work influences also have been 
directly and indirectly associated with performance (Lewis 
and Cooper 1987; Rice, Near, and Hunt 1979). Positive 
personal life situations can improve employee performance 
while negative situations may decrease output.
A final construct often associated with performance 
involves role stress. In recent years, role conflict and 
role ambiguity, or combinations of these variables, such as 
role stress, have proven to be extremely important in 
salesforce performance literature. Churchill, et al.
(1985) note this trend in their meta-analysis of sales 
performance. One example can be found in Dubinsky and 
Hartley's (1986) study indicating that role variables are 
strong predictors of sales performance.
While each of these individual and organizational 
constructs has received some support as an antecedent of 
sales performance, certain constructs appear to possess 
either greater predictive power or greater usefulness 
because they can be controlled more easily. One construct 
that is consistently and strongly related to performance 
involves a salesperson's role perceptions (i.e. Bagozzi 
1978; Behrman and Perreault 1984). Negative feelings about 
one's role are often associated with decreased performance 
(Bagozzi 1978). However, there are studies which have 
found a positive association between role conflict and 
performance (Behrman and Perreault 1984; Dubinsky and 
Hartley 1986). Based on the majority of studies which 
appear to support a negative relationship between role 
conflict and performance, this study, hypothesizes a 
negative relationship.
Another important factor, work relationships, is 
important because it is somewhat controllable by an 
organization. This construct has received support from 
prior research in the area of industrial sales (Churchill, 
et al. 1985; Kohli 1989; Tyagi 1982). These studies 
indicate that positive assessments of the work environment 
allow salespeople to reach greater performance levels 
(Tyagi 1982).
Role perceptions and work environment factors are of 
particular interest since this study contains both of these
factors. Another construct used in the current study that 
has been associated with work performance is job/home 
conflict. Compared to many constructs associated with 
sales performance this variable has not received a great 
deal of attention from researchers. However, when used it 
has demonstrated strong results. Some of those findings 
indicate that extra-workplace variables can enhance or 
detract from an individual's performance (Baehr and 
Williams 1968; Bigoness, Behrman, and Perreault 1981; Kahn 
and Hadley 1949; Mosel 1952).
From these studies and others, it is evident that role 
stress can affect performance. Other influences, notably 
work environment constructs and job/home conflict, also 
have received support in various research studies. The 
current study proposes that the linkage between role stress 
and performance may not necessarily be direct, as it is 
often hypothesized, but is mediated or moderated by 
support/non-support from work and personal sources.
PERFORMANCE MEASURES
While there is an extremely large body of literature 
examining performance as a phenomenon, measurement issues 
are still somewhat troublesome. Measures assessing 
performance can take many forms, each having a number of 
advantages and disadvantages.
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There are almost as many methods used to determine the 
performance level of a salesforce as there have been sales 
performance studies. Most sales performance measures fall 
into three categories: 1) supervisory ratings;
2) objective data such as sales volume or quota attainment; 
and, 3) self-reports. This section will review various 
methods used to determine sales performance and discuss the 
measurement methods chosen for use in the current study.
Subjective Performance Evaluations
Supervisor and company management ratings are common 
approaches to assessing the output of a salesperson (Sujan, 
Sujan, and Bettman 1988; Behrman and Perreault 1984; 
Caldwell and O'Reilly, 1982; Harrell 1949; Kirchner, 
McElwain and Dunnette 1960). The primary argument for 
their use, as opposed to objective measures of sales 
success, is the wide range of behaviors that a supervisor 
can observe and evaluate. Landy and Farr (1980) suggest 
that supervisory ratings may be superior in many instances 
to "hard” measures of performance because of the wide 
variety of performance components that can be examined.
Although they offer some advantages over objective 
evaluations of performance, there are also several 
potential problems associated with the use of subjective 
ratings. First, supervisors may have "favorite" 
salespeople that receive superior ratings even though their
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actual performance is not as good as that of other 
salespeople. Second, some managers may be biased against 
certain groups of employees based on their race, gender, or 
age (Waldman and Avolio 1986). Third, personal 
relationships between a supervisor and salesperson may 
change rater performance attributions to factors apart from 
the skills of the employee being evaluated (Fedor and 
Rowland 1989). A final problem with subjective measures of 
performance is that two equally qualified supervisors may 
rank the same salesperson differently because approaches to 
the selling process differ.
Individual self-report ratings of performance are 
another subjective assessment of performance that has been 
used in a number of sales studies (Hampton, Dubinsky, and 
Skinner 1986; Bush and Busch 1981; Busch and Bush 1978). 
Arguments for the use of self-rated performance are based 
on the "disagreement as to what constitutes a valid 
objective measure of personal selling performance" (Busch 
and Bush 1978, p. 441). Some researchers hold that self- 
reported performance may actually have less leniency and be 
more objective than other measures that might appear to be 
less biased at first glance (Heneman 1974).
Pym and Auld (1965) indicate that self-ratings are 
often highly correlated with objective ratings of 
performance, but are easier to obtain. The anonymity of 
sales survey research and the candor this approach
supposedly generates are viewed as safeguards against 
inflated reports by respondents. Subjective ratings, 
either by supervisors or by salespeople themselves, may 
overcome some of the shortcomings inherent in "hard” 
measures of sales performance. Unfortunately, certain 
biases also are inherent in the subjective evaluation 
process. Some individual's may make "self-serving 
attributions" concerning performance or the lack of 
performance. Others may be unwilling to "admit” that they 
are not among the top salespeople in their firm. Finally, 
salespersons may not be able to accurately compare 
themselves to co-workers in other areas since the selling 
environment may differ widely from one area to another due 
to economic or competitive conditions.
Objective Performance Measures
Objective measures of performance, also referred to as 
hard measures, are possibly the most widely used indicants 
of sales performance (Dubinsky and Hartley 1986; Bagozzi 
1980; Donnelly and Etzell 1977; Miner 1962; Tobolski and 
Kerr 1952). "Hard performance data" include quota 
attainment (Merenda and Clarke 1959), sales volume measures 
(Bagozzi 1978), point systems based on sales of different 
products (Kirchner 1965), and number of sales calls (Cover 
and Pressey 1950). These measures offer several advantages 
over subjective approaches to performance assessment.
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Sales volume figures do not lie, nor can friendship or 
personality conflicts alter actual numbers. objective data 
also provide a standard that is, to a degree, comparable 
across supervisors. Furthermore, actual sales figures for 
various product lines can be directly traced to a companies 
bottom line results far more easily than subjective 
evaluations of sales performance.
Despite their popularity, however, it is possible that 
actual sales performance may not be synonymous with sales 
volume (Behrman and Perreault 1982). The economic climate 
in one area can be a confounding factor that prevents sales 
volume figures from accurately reflecting actual sales 
abilities, particularly when salespeople are compared to 
individuals from other areas. Competition also can vary 
from one area to another and may make ’'dollar" comparisons 
of different salesforce components an invalid indicator of 
actual sales performance.
Quota comparisons also present a potentially flawed 
approach to analyzing sales effectiveness. As salespersons 
becomes increasingly successful, their quotas are typically 
raised, thereby becoming more difficult to attain. At the 
same time, a mediocre sales associate may have a much lower 
quota. From a firm’s bottom line point of view, the 
successful salesperson is much more valuable even though 
he/she may not achieve their quota as often as a less able 
salesperson. Finally, length of tenure in a particular
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area may allow an average salesperson to look much better 
than a new employee in the same area even though the later 
individual is a far superior salesperson.
Multiple Measures
Multiple measures are occasionally encountered although 
this approach is utilized less often than are single 
indicants of sales performance (Cron and Slocum 1986;
Slocum and Cron 1985; Weitz 1978; Cotham 1969; Baehr and 
Williams 1968). One advantage of a combination of measures 
is that it potentially allows a researcher to establish the 
validity of the performance construct measures used. 
Although combined measures quite possibly reflect a better 
overall perspective of salesforce skill, ability, and job 
performance than any single measure indicator, they are 
seldom used.
One obvious reason they are seldom used is that 
performance measures from two perspectives, both objective 
and subjective, are difficult to collect. Another 
difficulty inherent in the use of two indicators is that 
missing data for one or the other of the dual measures 
results in a case being thrown out as incomplete. Even 
with their drawbacks, however, when a researcher has the 
opportunity to use both objective and subjective approaches 
to assess the performance of individual salespeople, that 
may be the best choice. It provides two different
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assessments of performance allowing one to ascertain the 
validity of the measures being used in a study.
Furthermore, it allows a researcher to determine if sales 
performance is viewed similarly from multiple perspectives.
Measuring Performance in the Current Study
One of the unique features of this study is the 
utilization of three different measures of performance. 
Objective data that allow comparisons to be made based upon 
quota attainment will be used. Subjective data of two 
types also will be available. Supervisor ratings and 
customer ratings for each salesperson will be used to 
provide two additional assessments of performance. By 
examining the proposed relationships for each of the three 
types of performance measures, new understandings about the 
nature of sales performance may emerge. It may be that 
each measure assesses a different aspect of performance and 
the use of only one measure provides a very limited 
perspective of total performance.
The use of customer ratings (subjective in nature) will 
provide an insight into which salespeople are perceived by 
their customers as effective. Supervisory ratings will be 
valuable both for validity purposes and also to provide a 
comparison with subjective ratings by customers. If these 
ratings are very different, it may indicate that 
supervisors do not understand what their firm's customers
are looking for in their relationships with salespeople. 
Finally, both forms of subjective ratings can be compared 
to the objective ratings in order to see how they differ 
and also how the reflect convergence on a single 
perspective of performance.
Summary
Performance is a key construct both in salesforce 
research and sales management. Ascertaining exactly which 
factors predict performance has long been an important goal 
in the sales area. Presently, few generalizable statements 
can be made with great certainty about which factors lead 
to sales performance. This study examines the relationship 
between role stress, work relationships, and job/home 
conflict in relation to sales performance. A mediating or 
moderating effect is hypothesized between role stress and 
sales performance with work relationships and job/home 
conflict acting as mediators or moderators in the case of 
all three measures of performance.
One possible reason for the lack of knowledge about 
performance in an organization lies in the variety of 
measurements that have been used to study that construct. 
Lacking uniform measures often means comparing objective 
ratings versus subjective evaluations, from different 
populations, and trying to glean some information from the 
similarities. Different performance measures may be
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predicted by a variety of constructs that in many cases do 
not overlap. While some similarities have been discovered, 
the exact nature of how these performance related 
constructs operate is still a question in search of more 
and better answers. This study hopes to provide some of 
those answers.
JOB SATISFACTION RESEARCH
Job Satisfaction has been, and is, an area of 
tremendous interest to organizational researchers. In an 
extensive number of research studies, it has been examined 
as a possible outcome of a wide range of variables. These 
antecedents include both organizational variables and 
personal constructs (Abdel-Halim 1980; Iaffaldano and 
Muchinsky 1985; Szilagyi 1977; Tait, Padgett, and Baldwin 
1989). The following discussion will review some of these 
antecedent relationships, focusing upon those that are 
relevant to the purposes of the current study.
Job Satisfaction
There are a number of constructs that have been 
causally linked to job satisfaction. Two of those 
constructs that demonstrate highly consistent results in 
relation to job satisfaction are role conflict and 
ambiguity (role stress). Across a variety of samples role 
conflict and role ambiguity have been found to function as
antecedents of satisfaction or dissatisfaction (Fisher and 
Gitelson 1983; Hafer and McCuen 1985; Howell, Bellenger, 
and Wilcox 1987). In non-selling environments, 
satisfaction is negatively related to role stress (Bhagat, 
McQuaid, Lindholm, and Segovis 1985; Hendrix; Ovalle, and 
Troxler 1985; Kemery, Mossholder, and Bedeian 1988;
Schaubroeck, et al. 1989). Similar results have been found 
in sales organizations (Bagozzi 1978; Bush and Busch 1981; 
Donnelly and Ivancevich 1975; Dubinsky and Hartley 1986; 
Szilagyi 1977).
A wide variety of other variables also have been posed 
as antecedents of job satisfaction including job/home 
conflict (i.e. Bhagat, et al. 1985; Good, Sisler, and 
Gentry 1988), and supervisor behaviors (Kohli 1985; 
Podsokoff, Tudor, and Skov 1982). Ivancevich and Donnelly 
(1975) discovered that satisfaction antecedents varied 
somewhat, depending on the type of organizational climate 
or structure, with autonomy and self-actualization being 
important in "flat" organizations.
Several studies indicate that job satisfaction 
antecedents can be moderated through interactions with 
other variables (Abdel-Halim 1980; Doll and Gunderson 1976; 
Jacobs and Solomon 1977; Schwab and Cummings 1970; Seigel 
and Bowen 1971). Still other studies have proposed an 
intervening influence in linking constructs with job 
satisfaction (Bhagat 1983; Kopelman et al. 1983;
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Parasuraman et al. 1989; Tait et al. 1989). Moderating 
influences include matching ability levels to a job 
(Carlson 1969), higher order need strength (Abdel-Halim
1980), equity (Schwab and Cummings 1970), and occupational 
group (Doll and Gunderson 1969). People with abilities 
equivalent to their job tend to be more satisfied, as do 
people with higher order need strengths when they are 
performing well (Abdel-Halim 1980; Carlson 1969).
Believing that they have received equitable treatment also 
leads to job satisfaction (Schwab and Cummings 1970).
Proposed mediators tend to emphasize the influence of 
workplace and extra-workplace constructs such as work and 
social support, as well as levels of job/home conflict 
(i.e., Billings and Moos 1982; Parasuraman et al. 1989;
Tait et al. 1989). These studies, and others, indicate 
that supportive work relationships and low levels of 
job/home conflict can increase employee1s job satisfaction. 
This study proposes to test a mediating/moderating effect 
for work relationships and job/home conflict as they 
influence the role stress —  job satisfaction relationship.
Performance and Satisfaction
Historically, many researchers have sought to link 
performance with job satisfaction. However, findings 
concerning that relationship have been mixed. A number of 
studies examining this relationship indicate satisfaction
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is an outcome of performance (Bagozzi 1978; Carlson 1969; 
Ivancevich 1978; Motowidlo 1982). Bluen, Barling, and 
Burns (1990) find that performance and satisfaction are 
correlated, but not causal. Still other studies indicate 
the performance —  satisfaction relationship is dependent 
upon a variety of variables that act as moderators (Abdel- 
Halim 1980; Doll and Gunderson 1976; Jacobs and Solomon 
1977; Schwab and Cummings 1970; Seigel and Bowen 1971).
Iaffaldano and Muchinsky (1985), in their review of the 
performance— satisfaction link, conclude that "most studies 
find a non-significant relationship between those two 
variables." (p. 209). This finding is supported in a wide 
variety of studies both from sales and non-selling 
environments (Berl, Powell, and Williamson 1984; 
Cherrington, Reitz, and Scott 1971; Ivancevich and Smith 
1981; Pritchard 1973). Non-significant findings should not 
be surprising according to Fisher (1980) who indicates that 
it is difficult to find relationships when one tries to 
associate a general construct, satisfaction, with a 
specific one such as sales volume.
This study does not test the performance —  job 
satisfaction linkage. The preceding review of literature 
relating to that relationship is provided merely to 
illustrate that those constructs are not necessarily 
causally related. Demonstrating that these constructs are 
not always related, shows that this study is not simply
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being remiss in omitting that linkage from inclusion in the 
current research.
Summary
The current study includes several constructs 
consistently associated with job satisfaction in prior 
research. Role conflict and ambiguity are both proposed as 
antecedents of satisfaction. However, those constructs are 
hypothesized to influence job satisfaction indirectly 
through two mediators/moderators —  work relationships and 
job/home conflict levels. It is expected that the negative 
relationship between role stress and job satisfaction will 
be influenced by an employee's work relationships and their 
level of conflict between job and home requirements. 
Findings concerning this relationship will be useful in 
furthering current levels of understanding concerning the 
paths through which role variables influence an employee's 
job satisfaction.
BURNOUT RESEARCH
Burnout can be defined as "... a psychological process 
—  a series of attitudinal and emotional reactions —  that 
an employee goes through as a result of job-related and 
personal experiences" (Schwab, Jackson, and Schuler 1986). 
This definition follows that of Maslach and Jackson (1981) 
who indicate that it represents "... a syndrome of
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emotional exhaustion and cynicism towards one's work in 
response to chronic organizational stressors," (p. 568). 
Prior research indicates that emotional exhaustion acts in 
a cyclical fashion where combating stress absorbs energy 
required for daily activities. Coping with stress drains 
energy further. This increases the strain which, in turn, 
requires even greater energy —  extending the downward 
spiral (Cahoon and Rowney 1984). While initial stressors 
are probably work related, personal life factors also 
influence levels of perceived stress (Johnson and Stone 
1987) .
This study operationalizes burnout through the use of 
Maslach's Burnout Inventory (MBI; Maslach and Jackson
1981). This measure has been widely used in research into 
the burnout phenomena (Cahoon and Rowney 1984, Gaines and 
Jermier 1983; Jackson et al. 1986; Schwab et al. 1986).
The MBI measures three dimensions of burnout, these are:
1) emotional exhaustion; 2) depersonalization; and,
3) personal accomplishment. The first two types are 
posited to be positively related to role stress while 
personal accomplishment has typically been negatively 
related to both role conflict and ambiguity (Jackson et al. 
1986; Schwab and Iwanicki 1982).
Briefly, the three dimensions of burnout can be 
described as follows. Emotional exhaustion describes a 
physical/psychological state caused by "excessive emotional
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demands made upon people" (Jackson et al. 1986, p. 630). 
Depersonalization refers to treating people like objects 
and is "marked by callousness and cynicism" (p. 630). 
Personal accomplishment refers to the degree of positive 
results one produces. If employees feel that their efforts 
are going to produce negative results, they get depressed 
and, may cease to put forth much effort in their job.
Burnout is a negative work outcome that has often been 
linked to stress related constructs such as role conflict 
and role ambiguity. While it has received considerable 
attention in social sciences research, few studies in 
personal selling include burnout. This may represent an 
oversight since burnout appears to be most prevalent among 
individuals serving in boundary spanning positions within 
an organization.
Burnout
Burnout appears related with constructs that are of 
central importance to the current study. Two sources of 
work-related stress, role conflict/ambiguity, are 
recognized in a number of research studies as being 
strongly related to levels of burnout. Hagen (1989) found 
that individuals in a boundary position (social service 
case workers) reporting high levels of role conflict also 
reported very high levels of emotional exhaustion. This
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finding was echoed in another study of public service 
workers (Courage and Williams 1987).
Emotional exhaustion and depersonalization were found 
to be direct outcomes of role conflict/ambiguity among 
teachers who likewise fill a boundary-spanning role 
(Jackson, et al. 1986; Schwab and Iwanicki 1982). Other 
studies report similar relationships. For instance, 
Eisenstat and Felner (1984) found that job stress leads to 
higher levels of emotional exhaustion. Personal and social 
alienation and withdrawal also have been reported as 
strongly related to contradictory role demands (Korman, 
Wittig-Berman, and Lang 1981). Personal accomplishment, 
however, is not as highly related to role stress (Eisenstat 
and Felner 1984; Schwab and Iwanicki 1982).
While sources of burnout are often work-related,
Perlman and Hartman (1982) recognize the importance of work 
and social environmental factors in either aiding or 
retarding the transformation of work-related stress into 
burnout. Other research supports the influence of work and 
extra-workplace factors in determining burnout levels 
(Keith and Schafer 1980; LeCroy and Rank 1987). Maslach 
and Jackson (1985) further emphasize the importance of 
social support from work or personal sources. They find 
that home and work factors can both be significant 
influences upon an employee's emotional exhaustion level. 
Supportive environments, both at home and at work, can
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reduce burnout while non-supportive ones tend to increase 
negative effects associated with burnout.
Job satisfaction also has demonstrated a strong 
negative relationship with burnout (Eisenstat and Felner 
1984; LeCroy and Rank 1987; Maslach and Jackson 1985). 
Although satisfaction and burnout appear associated, the 
causal relationship between the two constructs is still 
questionable since they are both highly related to role 
stress. It is possible the two constructs may both be 
stress-related outcomes that, although highly correlated, 
are somewhat independent of one another. It is also 
possible that a mediating variable(s) may affect both of 
these variables.
In addition to being an unwanted outcome of work 
related stress, a wide range of other negative work 
outcomes are often associated with burnout. Studies report 
that emotional exhaustion and depersonalization can lead to 
lower motivation, thoughts of quitting, turnover, and job 
search behaviors (Gaines and Jermier 1983; Hagen 1989; 
Jackson, et al. 1986). Burnout has also been associated 
with lessened work efforts in several studies (Corcoran 
1987; Courage and Williams 1987; Lazaro, Shinn, and 
Robinson 1984; Schwab, Jackson, and Schuler 1986). This 
finding is particularly true for the personal 
accomplishment measure.
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Schwab, Jackson and Schuler (1986) stress the role that 
social support networks can play in reducing burnout by 
noting that one chief cause of emotional exhaustion is poor 
supervisory support for workers. The importance of 
supervisory support in influencing levels of subordinate 
burnout also is reported by Seltzer and Numerof (1988). 
Their finding was further reinforced by other 
organizational studies examining various occupational 
groups (Courage and Williams 1987; Golembiewski and 
Munzenrider 1988).
Summary
Prior research indicates that burnout is an important 
construct in organizational research. This may be 
particularly true in occupations placing workers in 
boundary-spanning positions. These positions are quite 
important as they link a customer to a firm. Yet, if 
employees filling these roles are suffering from emotional 
exhaustion, results from customer contact may be, at best, 
mediocre. Furthermore high levels of burnout can encourage 
workers to leave a company.
Possible negative work outcomes such as the ones 
discussed make emotional exhaustion an important topic in 
salesforce research. The strong link between role stress 
and burnout that consistently appears, when coupled with 
the nature of sales positions, make this an important
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outcome to examine in a sales setting. For this reason, 
the effectiveness of social and personal sources of support 
in mediating the influence of role conflict and ambiguity 
upon burnout is another topic examined in the current 
study.
PROPENSITY TO LEAVE RESEARCH
The propensity of an employee to leave an organization 
has been the subject of numerous studies. It is generally 
used as a predictor of turnover in employee research 
(Bedeian and Armenakis 1981; Good, et al. 1988; Netemeyer, 
Johnston, and Burton 1990; Schaubroeck, Cotton, and 
Jennings 1989). Good, et al. (1988) recognize turnover as 
a very complex construct and indicate that propensity to 
leave is a "reliable behavioral predictor of turnover" (p. 
298) .
Furthermore, it may be the most accurate turnover predictor 
in the short run (Bluedorn 1982; Johnston, et al. 1990; 
Miller, Katerburg, and Hulin 1979).
Propensity to leave also has been used as a surrogate 
measure for turnover (Futrell and Parasuraman 1984; 
Parasuraman and Futrell 1983). The reason for viewing 
quitting intentions as a turnover surrogate involves 
several basic issues. First, as noted by Futrell and 
Parasuraman (1984), propensity to leave is often "the 
immediate precursor of actually quitting," that is,
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intentions are the best predictor of future behavior (p.
35). Second, it consistently demonstrates high 
correlations with turnover (Johnston, et al. 1990; Miller, 
Katerburg, and Hulin 1979). Third, finding that an 
employee is considering quitting allows the firm to attempt 
to keep the worker from leaving if that is the preferred 
option, thus, preventing turnover.
Many models involving an employee's intentions to leave 
an organization have been proposed. Hypothesized relations 
of the processes leading to turnover have received a great 
deal of attention in social science and business research 
with a wide variety of constructs proposed as indicants of 
propensity to leave. Mobley (1982) identified four 
categories of constructs typically examined in relation to 
propensity to leave, and turnover. These variables were:
1) organizational work environment;
2) individual work-related; 3) individual non-work related; 
and, 4) external environment variables. This grouping 
represents most variables that are associated with an 
employee's propensity to leave. This section will briefly 
describe some of those relationships, emphasizing those 
constructs that are included in the present study.
Organizational Work Environment
Commonly examined variables from this group include 
role perception, job content, peer relations, supervisory
behavior, and general company characteristics (Jolson, 
Dubinsky, and Anderson 1987). Role perception, in 
particular, is a topic that has received considerable 
attention in the turnover/propensity to leave area. Role 
stress, arising from role conflict and role ambiguity, is 
often associated with an individual deciding to leave an 
organization. This is particularly true in boundary- 
spanning professions such as sales. Boundary activities 
typically generate high levels of work-related role stress 
which in turn lead to negative work outcomes. One of these 
negative results is an increased propensity to leave 
(Schuler 1980).
The exact nature of the role stress— propensity to 
leave relationship is uncertain. Some research reports a 
direct link between role stress and turnover intentions, 
while other studies point to an indirect influence. The 
indirect link is supported by both sales and non-sales 
studies (Bedeian and Armenakis 1981; Fisher and Gitelson 
1983; Netemeyer, Johnston, and Burton 1990). A more direct 
relationship between role variables and quitting intentions 
was discovered by other researchers (Donnelly and 
Ivancevich 1975; Kemery, Bedeian, Mossholder, and Touliatos 
1985; Muchinsky and Morrow 1980). Although these findings 
leave doubt concerning the true relationship between role 
stress and propensity to leave, there is support for
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hypothesizing either a direct or indirect relationship 
between role conflict/ambiguity and leaving intentions.
The quality and type of work relationships available to 
a worker and other organizationally based constructs also 
are related to propensity to leave. Several studies have 
linked supervisory behaviors with turnover intentions 
(Muchinsky and Morrow 1980; Muchinsky and Tuttle 1979; 
Porter and Steers 1973; Terborg and Lee 1984; Williamson
1983). Additional research has looked at other work 
climate variables and found that one's relationship with 
co-workers also can play a vital role in determining 
quitting intentions (Muchinsky and Tuttle 1979; Porter and 
Steers 1973; Price 1977; Williamson 1983; Terborg and Lee
1984) .
These studies indicate that a variety of work-related 
factors influence an individual's intention to leave an 
organization. Both role stress, as well as work 
relationships, appear to affect an individual's propensity 
to leave. Although a number of other organizational 
variables have been linked to propensity to leave, they go 
far beyond the purposes and needs of this study. (Mobley, 
et al. 1979; Muchinsky and Tuttle 1979; Porter and Steers 
1973; Price 1977).
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Individual Work-Related
While not as wide ranging as organizational variables, 
individual work-related constructs also have received 
considerable attention in turnover related research. 
Typically this group of variables includes: self-
confidence; internal work motivation; job tenure; annual 
earnings; attainment of job expectations; and retirement 
plan features (Bluedorn 1982; Jolson, et al. 1987; Mobley, 
et al 1979; Porter and Steers 1973; Price 1977). These 
variables usually demonstrate a negative relationship with 
propensity to leave. Greater job tenure, confidence, 
motivation and earnings, as well as having one's 
expectations met, all generally lead to an employee being 
less likely to leave. Once again, this is a brief 
discussion of this group of turnover related items. Since 
no variable from this group of constructs is included in 
the current study, however, a need for further discussion 
is unwarranted.
Individual Non-Work Related
Constructs contained in this group of items include 
topics directly related to an individual, but not to their 
perceptions of the work-place. Items included in this 
group range from individual traits to extra-workplace 
influences such as the family. Some specific topics 
examined have included: intelligence; family support;
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introversion, sex, education, marital status, size of 
family; overall happiness; and, membership in nonwork 
organizations.
Family related topics indicate that greater 
responsibi1ities, such as being married and having 
dependents decreases an individual's propensity to leave 
(Mobley, et al 1979; Porter and Steers 1973). Having 
greater responsibility to support others appears to 
decrease the chances a person will quit their job. Overall 
happiness also has been hypothesized to lessen the 
likelihood that a person will leave an organization 
(Jolson, et al. 1987).
Intelligence and age are both negatively linked to an 
employee's propensity to leave (Arnold and Feldman 1982; 
Mobley, et al 1979; Porter and Steers 1973). Another 
personality construct, introversion, has been found to be 
positively related to quitting intentions (Dubin, Champoux, 
and Porter 1973). Perhaps tenure, intellect, and 
extroversion enable an individual to form strong 
relationships with co-workers which cause a tendency to 
remain with the firm rather than leave. Age also may 
relate to increased responsibilities which can play a role 
in decreasing turnover.
This group of non-workplace individual variables is 
important in the current study. Extra-workplace constructs 
are included in several of this study's hypotheses in the
form of job/home conflict. Individual factors such as 
personality also can influence work relationships.
Findings from this area give some indication that the 
individual ability of an employee to develop good 
friendships (through extroversion or intelligent behavior) 
may influence their decisions to stay with a firm.
External Environment Variables
This construct has typically examined one key factor - 
the availability of alternative jobs. Research into this 
area indicates that the existence of alternative jobs is 
positively related to an employee1s propensity to leave 
(Arnold and Feldman 1982; Bluedorn 1982; Horn, Griffeth and 
Sellaro 1984; Lucas, Parasuraman, Davis, and Enis 1987; 
Mobley et al. 1979; Price 1977). From these studies, one 
concludes that people are more willing to leave a job if 
there are abundant, suitable alternative jobs available. 
Once again, although it is an important area, this topic 
area goes beyond the current study's scope.
Summary
This study, in part, focuses upon the relationships 
between the organizational constructs of role stress, work 
relationships, and individual non-work related influences 
as they relate to the propensity of a salesperson to leave 
an organization. Role stress constructs are usually
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positively related to quitting intentions. The same is 
true for job/home conflict. Work relationships are 
expected to demonstrate a negative relationship with a 
salesperson’s propensity to leave.
The current study proposes two general propositions 
about the relationship between role stress and quitting 
intentions. First, it is hypothesized that the 
relationship is mediated by the effects of work 
relationships and levels of job/home conflict. Second, an 
alternative approach states that the role stress—  
propensity to leave relationship is moderated by work 
relationships and conflicts between job and home duties.
RESEARCH HYPOTHESES
The hypotheses for this study are derived from linkages 
illustrated in Figures 1 and 2, and developed theoretically 
in Chapter Two. Mediated/moderated relationships are 
hypothesized as an alternative, and possibly more accurate 
view, of the processes that lead from role stress to 
important work outcomes. These important outcomes include: 
1) performance, 2) job satisfaction, 3) burnout, and 4) 
turnover intentions. The following section presents a 
brief description of those proposed relationships and also 
includes a section where hypotheses are formally stated.
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Role Stress
Role conflict and role ambiguity are both hypothesized 
as being negatively related to sales performance. This is 
true for both objective and subjective measures of 
performance. While there is evidence to support a positive 
relationship between role conflict and performance (Behrman 
and Perreault 1984; Donnelly and Etzell 1977), the overall 
relationship, based on a number of other studies, is 
proposed to be negative for both conflict and ambiguity 
(Bagozzi 1978; Keller 1976; Schuler 1977). These role 
variables also will lead to a decrease in job satisfaction 
levels and to lessened feelings of personal 
accomplishment —  one of the burnout measures ( Churchill, 
Ford, and Walker 1976; Hafer and McCuen 1985). Findings 
indicating a negative relationship between role stress and 
job satisfaction are numerous and consistent throughout 
organizational research (Bagozzi 1978; Dubinsky and Hartley 
1986; Ivancevich and Smith 1981).
Both role conflict and ambiguity will be positively 
related to the emotional exhaustion and depersonalization 
components of burnout and to intentions of leaving the 
organization. These relationships have been supported in a 
wide variety of organizational studies (Bhagat, McQuaid, 
Lindhom, and Segovis 1985; Donnelly and Ivancevich 1975; 
Eisenstat and Felner 1984; Hagen 1989; Kemery, Bedeian,
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Mossholder, and Touliatos 1985; Schwab, Jackson, and 
Schuler 1986).
To meet the requirements for a mediated relationship to 
occur, role stress will be related to the proposed 
mediating constructs, work relationships and job/home 
conflict. Role variables are hypothesized as being 
negatively related to perceptions of supportive work 
relationships (Kirmeyer and Dougherty 1988; Tyagi 1985).
On the other hand, job/home conflict will be positively 
related to levels of role stress (Jackson and Maslach 1982; 
Lewis and Cooper 1987; Pardine, et al. 1981).
Work Environment
Positive perceptions of work relationships may be of 
considerable importance in developing and maintaining a 
successful salesforce. Favorable work environment 
perceptions can be linked to a number of positive outcomes 
in a salesforce. In particular, there is evidence that 
negative effects arising from role conflict and ambiguity 
can be decreased through the establishment of supportive 
relationships at work (Kirmeyer and Dougherty 1988; Savicki 
and Cooley 1987; Tyagi 1985).
A positive perception of work relationships is posited 
as a mediator/moderator of the harmful effects of role 
conflict and role ambiguity. It can lead to better 
performance, greater job satisfaction, and to increased
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feelings of personal accomplishment, as well as to lower 
levels of emotional exhaustion, depersonalization, and 
fewer quitting intentions (Kohli 1989; Schneider and Bowen 
1985; Schwab, Ungson, and Brown 1985; Sheridan and 
Vredenburg 1987). In this study, work relationships are 
proposed as a mediator or moderator between role 
perceptions and work outcomes. The mediated relationship 
requires that social support from the workplace be 
correlated with both role variables as well as those work 
outcomes it is expected to influence. A wide variety of 
studies indicate that social support from work 
relationships exists and that it can mediate negative 
effects resulting from high levels of role conflict and 
ambiguity (Coburn 1975; Kirmeyer and Lin 1987).
To function as a moderator, the interaction or cross- 
products term of work relationships and the role constructs 
must be a significant predictor of the focal dependent 
measures. It must account for a significant amount of the 
variance in those measures over and above that which can be 
attributed to the constructs acting alone. Furthermore, it 
is best if the moderator itself is not highly correlated 
with focal outcome variables.
Job/Home Conflict
While it is a relatively new construct in salesforce 
research, the topic of job/home conflicts and their
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potential for influencing work outcomes is recognized in a 
number of prior research studies (i.e. Good, et al. 1988;
Parasuraman, et al., 1989). A lack of conflict between an
individual's home and work life has been related to a wide 
variety of positive work outcomes. For purposes of the 
study, only those concerning job satisfaction, performance, 
quitting intentions, and burnout will be considered.
Job/home conflict is hypothesized to be a mediator or 
moderator of work outcomes stemming from role stress 
(Parasuraman, et al. 1989; Pines, Aronson, and Kafry 1986; 
Lewis and Cooper 1987). When job/home conflict is used as
a mediator, job outcomes often viewed as direct results of
role conflict or role ambiguity are posited to be 
influenced by the intervention of the employee’s level of 
job/home conflict. For example job satisfaction, which has 
been linked to role conflict/ambiguity in a number of 
studies, is hypothesized to also be a result of job/home 
conflict which is, in turn, related to role stress 
(Bedeian, Burke, and Moffet 1988; Cooper and Davidson 1982; 
Koppelman, Greenhaus, and Connelly 1983).
The same is true for salesperson performance, emotional 
burnout, and turnover intentions (Kahn and Hadley 1949; 
Maslach and Jackson 1982; Schwab, Jackson, and Schuler 
1986; Schaubeck, Cotton, and Jennings 1989). Previous 
research has supported such hypotheses and indicates that 
extra-work influences can affect work outcomes (Billings
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and Moos 1982; Lewis and Cooper 1987; Rice, Near, and Hunt
1979).
As a moderator, the cross-product term obtained from 
job/home conflict and the role variables is expected to 
increase the predictive power of the study's independent 
variables. Moderated terms involving the hypothesized 
relationships will allow the dependent measures to be 
better predicted than if the independent and moderator 
variables were used alone.
Hypothesized Relationships
For a mediated relationship to exist several conditions 
must hold. First, it is necessary that the focal 
independent variable(s), in this case role conflict and 
role ambiguity, be significantly related to the mediator. 
Second, role conflict and role ambiguity must be 
significant predictors of the focal dependent variables. 
Third, job/home conflict and work relationships also must 
be significant predictors of those dependent variables. 
Finally, the relationship between the independent 
variable(s) and the criterion variable(s) must be 
substantially reduced in order to support a mediator 
explanation (Baron and Kenny 1986).
Moderated relationships have different requirements. 
First, the moderator and independent variables should not 
be highly correlated with each other. Second, the cross-
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product term consisting of the moderator interacting with 
the independent variable must be a significant predictor of 
the criterion variable when the equation has the 
independent, moderator, and cross-product term entered. 
Finally, ideally the moderator should not be highly related 
to the dependent variable (Baron and Kenny 1986).
The hypothesized linkages and relationships presented 
in this study reflect the current state of understanding of 
this group of constructs. While there is some debate about 
the effects of certain relationships upon some of the 
outcomes being examined, the proposed relationships have 
considerable support in the literature. Formal hypotheses 
based on these relationships will now be presented.
This study is based on eight general hypotheses 
relating to role conflict and ambiguity. Those hypotheses 
related to performance indicate that the link between role 
variables and performance is not always direct but may be 
mediated or moderated.
Hla: The relationship between role conflict
and performance will be mediated by work 
relationships. Mediation will result in 
the relationship between role conflict 
and performance being reduced in 
significance.
Hlb: The relationship between role conflict
and performance will be mediated by 
job/home conflict. Mediation will result 
in the relationship between role conflict 
and performance being reduced in 
significance. Alternatively,
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Hlc: The cross-product term of role conflict
and a proposed moderator, work based 
relationships, will be a significant 
predictor of the three performance 
measures.
Hid: The cross-product term of role conflict and a
proposed moderator, job/home conflict, 
will be a significant predictor of the 
three performance measures.
H2a: The relationship between role ambiguity
and all three performance measures will 
be mediated by work relationships. This 
will result in a reduced relationship 
between role ambiguity and performance.
H2b: The relationship between role ambiguity
and performance will be mediated by 
job/home conflict. This will result in a 
reduced relationship between role 
ambiguity and performance. Alternatively,
H2c: The cross-product term of role ambiguity
and a proposed moderator, work based 
relationships, will be a significant 
predictor of performance.
H2d: The cross-product term of role ambiguity and the
proposed moderator, job/home conflict, 
will be a significant predictor of 
performance.
For job satisfaction, similar hypotheses are offered for 
both role conflict and ambiguity.
H3a: Job/home conflict will mediate the role
conflict— job satisfaction relationship. 
This will result in the covariance 
between role conflict and job 
satisfaction being reduced.
H3b: Work relationships will mediate the role
conflict— job satisfaction relationship. 
This will result in the covariance 
between role conflict and job 
satisfaction being reduced. 
Alternatively,
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H3c: The moderator term composed of role
conflict and work relationships will be a 
significant indicator of job 
satisfaction.
H3d: The moderator term composed of role conflict and
job/home conflict will be a significant 
indicator of job satisfaction.
H4a: Job/home conflict will mediate the
relationship between role ambiguity and
job satisfaction. Mediation will result 
in the association between role ambiguity 
and job satisfaction being reduced.
H4b: Work relationships will mediate the
relationship between role ambiguity and
job satisfaction. Mediation will result 
in a reduction in the relationship 
between role ambiguity and job 
satisfaction. Alternatively,
H4c: The moderator term composed of role
ambiguity and work relationships will be 
a significant indicator of job 
satisfaction.
H4d: The moderator term composed of role ambiguity and
job/home conflict will be a significant 
indicator of job satisfaction.
For Burnout, hypotheses generally reflect a positive 
relationship between role constructs and burnout. This is 
true for emotional exhaustion and depersonalization. For 
personal accomplishment, however, the relationship with 
role conflict and ambiguity is expected to be negative.
Once
again,the mediator/moderator relationships are also spelled 
out for each construct.
H5a: The relationship between role conflict
and burnout will be mediated by job/home 
conflict. Mediation will result in the 
strength of the relationship between role
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H 5b:
H5c:
H5d:
H6a:
H6b:
H6c:
H6d:
conflict and the three burnout measures 
being reduced.
The relationship between role conflict 
and burnout will be mediated by work- 
related relationships. Mediation will 
result in the strength of the 
relationship between role conflict and 
the burnout measures being reduced. 
Alternatively,
The cross-product term of role conflict 
and a proposed moderator, work based 
relationships, will be a significant 
predictor of the burnout measure.
The cross-product term of role conflict and a 
proposed moderator, job/home conflict, 
will be a significant predictor of the 
burnout measure.
The relationship between role ambiguity, 
emotional exhaustion, depersonalization, 
and personal accomplishment will be 
mediated by work related relationships.
This will result in a reduction in the 
strength of the association between role 
ambiguity and all three burnout measures.
The relationship between ambiguity 
emotional exhaustion, depersonalization, 
and personal accomplishment will be 
mediated by job/home conflict. This will 
result in a reduction in the strength of 
association between role ambiguity and 
all three burnout measures.
Alternatively,
The cross-product term of role ambiguity 
and a moderator, work based 
relationships, will be a significant 
predictor of all burnout measures.
The cross-product term of role ambiguity and a 
moderator, job/home conflict, will be a 
significant predictor of all burnout 
measures.
The hypothesized relationships are similar for propensity 
to leave.
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H 7a
H7b
H7c
H7d
H8a
H8b
H8c
H8d
The positive relationship between 
propensity to leave and role conflict 
will be mediated by job/home conflict.
This will result in a reduction in the 
strength of the relationship between role 
conflict and propensity to leave.
The positive relationship between 
propensity to leave and role conflict 
will be mediated by work relationships.
This will result in a reduction in the 
strength of the relationship between role 
conflict and propensity to leave.
Alternatively,
The cross-product term of role conflict
and work relationships will be a
significant predictor of propensity to 
leave.
The cross-product term of role conflict and
job/home conflict will be a significant
predictor of propensity to leave.
The positive relationship between role 
ambiguity and propensity to leave will be 
mediated by job/home conflict. Mediation 
will result in a reduction in the 
strength of the relationship between role 
ambiguity and propensity to leave.
The positive relationship between role 
ambiguity and propensity to leave will be 
mediated by work relationships.
Mediation will result in a reduction in 
the strength of the relationship between 
role ambiguity and propensity to leave. 
Alternatively,
The cross-product term of role ambiguity
and work relationships will be a
significant predictor of propensity to 
leave.
The cross-product term of role ambiguity and
job/home conflict will be a significant
predictor of propensity to leave.
These hypothesized relationships form the basis of this
study. By examining these propositions, the study hopes to
arrive at a better understanding of the nature and 
influence of job/home conflict and work relationships in 
regards to both role stress and work outcomes. Chapter 
Three will deal with measurement and methodological issues 
associated with the current study.
CHAPTER 3
METHODS, MEASUREMENTS, AND THE SAMPLE
This chapter will describe methods, measurement 
instruments, sample origins, and statistical analyses used 
in the current study. Prior organizational research using 
similar approaches to study work outcomes will be 
recognized as it relates to the current research project. 
For purposes of clarity and organization, Chapter Three is 
divided into five general sections.
The first section discusses measurement instruments 
used in the study. Their development, as well as questions 
concerning their reliability and validity, will be 
addressed. Second, issues concerning the development and 
characteristics of relevant samples, both salesperson and 
customer, will be examined. Next, an explanation of 
statistical analyses used in the current study will be 
presented. This section addresses both mediator/moderator 
issues as well as the multiple measures of performance 
being utilized. After section three, a brief discussion 
of anticipated findings from this study will be presented. 
The fifth and final section provides a summary of Chapter 
Three.
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MEASUREMENT INSTRUMENTS
Findings from a study of an organization's workforce 
are valuable only to the degree that measurement of 
unobservable constructs used in the analysis stage are 
reliable and valid. A number of previously tested and 
widely accepted scales are employed to measure variables 
used in this study.
Concerns about reliability issues in this study are 
addressed in several ways. First, reliability from prior 
studies using the same measures will be reviewed. Although 
past reliability does not insure current reliability, it 
does indicate that a measure has proven capable of 
delivering reliable measurements in the past. Second, 
Cronbach's alpha, or Kuder-Richardson 20 (for the Work 
Relationships scale), have been used as measures of 
internal consistency. Reliabilities obtained from the data 
used in this study typically exceed .70 (and most over 
.80), indicating that the measures have adequate levels of 
internal consistency (Nunnally 1978). Table 1 contains a 
summary of measures used in the current study.
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Construct
Role Conflict
Role Ambiguity
Work
Relationships
Job/Home 
Conflict
Supervisory
Performance
Rating
Customer 
Perf. Rating
Quota Attained
Satisfaction
Burnout:
Emotional
Exhaustion
Deper sona1i z ation
Personal 
Accomp1ishment
TABLE 1
STUDY MEASURES
Measure
Used/Items_______________Reliability
Rizzo, House, & .86
Lirtzman (1970)/8 items
Rizzo, et al. .84
(1970)./6 items
Adapted from 
Moos, WES (1981) .72
15 items
Adapted from
Burke, Weir,& .80
DuWors (1979)/5 items
3 items .92
4 items .91
1 item n.a.
Minnesota Satisfaction .88 
Questionnaire (Weiss,
Dawis, England 
& Lofquist 1967)/20 items
Adapted from
MBI (Maslach Burnout
Inventory; 1981)
MBI (1981)/5 items .90
MBI (1981)/4 items .73
MBI (1981)/6 items .69
Propensity to 
Leave Bluedorn (1982) 
4 items
. 9 5
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Validity concerns are a somewhat more difficult issue 
to address. When possible, validity issues relating to 
scales used in the current study will be examined.
However, this study does not directly address the concepts 
of convergent or discriminant validity (Carmines and Zeller 
1979; Cook and Campbell 1979). This omission is basically 
due to the small sample size which makes statistical 
examination of these issues problematic.
The current study will address validity issues 
primarily by looking at the content validity (face 
validity) of its measures. In other words, do items used 
to measure a construct appear to be related to that measure 
and sample the appropriate domain for that variable 
(Churchill 1979). In the case of each scale, it appears 
that the items pass this test of validity. Another step 
taken to examine the validity issue concerning the measures 
used in this study will be to examine their usage in 
previous studies to see if specific concerns were raised 
about their validity.
This study also will examine the nomological validity 
among theoretical constructs. This issue is assessed by 
reviewing existing literature concerning hypothesized 
relationships between constructs included in the study, and 
by examining those relationships with the data from the 
current study. If proposed theoretical linkages between 
constructs are supported by the data, evidence of
nomological validity is offered (Messick 1980; Schwab
1980). Finding evidence of content and nomological 
validity in the current study will provide confidence that 
the measures used are valid indicators of their 
unobservable constructs (Carmines and Zeller 1979;
Churchill 1987).
When available, scales developed for, and applied in, 
previous organizational studies have been used to measure 
the constructs contained within the hypothesized 
relationships. Other firm specific variables such as 
supervisory ratings of salespeople, were assessed through 
instruments developed by the focal firm to measure that 
particular construct. Customer evaluations of salespeople 
were addressed through an instrument specifically designed 
for the current study. This section of Chapter Three will 
describe those instruments used to obtain measures of 
constructs assessed in the study.
ROLE STRESS
Role stress, as operationalized in the current study, 
involve two different role variables —  role conflict and 
role ambiguity. Role ambiguity is measured through the use 
of a six item scale developed and tested by Rizzo, House, 
and Lirtzman (1970). Scores for these six items were 
summed to arrive at a total role ambiguity score.
Statements comprising this scale are items 10-15 in Part B
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of the study’s survey (Appendix 1). Past studies have 
reported reliability ratings ranging from .75 to .90 (e.g., 
Behrman and Perreault 1984; Hampton, Dubinsky, and Skinner
1986). The current study found this scale to have a 
coefficient alpha of .84.
Role conflict also is measured by the Rizzo et al.
(1970) role stress instrument. The role conflict scale 
consists of eight items. Item responses were summed across 
these eight statements to arrive at a role conflict score.
Items 1-3, 5, 6, 8, 9, and 16 in Part B of the survey
comprise this measure. This scale has seen extensive use 
in a variety of settings and with a number of different 
populations. Across a number of studies, it consistently 
demonstrates acceptable reliability. Reliability ratings 
have typically been between .75 and .90 (Behrman and 
Perreault 1984; Hampton, Dubinsky, and Skinner 1986). The 
current study found an alpha of .86.
Validity issues concerning these two role scales are 
somewhat more difficult to address. This examination of 
validity also will review prior usage in other applicable 
studies that address validity issues concerning these 
measures. Although a complete review of the literature 
based upon Rizzo et al. (1970) is far beyond the scope of 
this study, several studies using this instrument will be 
briefly discussed to illustrate some of what has been 
written concerning the validity of these measures.
99
One study using the Rizzo et al. (1970) role conflict 
and ambiguity scale was conducted by Netemeyer, Johnston, 
and Burton (1990). Their research explicitly examined the 
convergent and discriminant validity of the role conflict 
and role ambiguity scales developed by Rizzo et al. (1970) 
for a sales population. While they express some concerns 
about the validity of the Rizzo et al. measure as do other 
researchers (King and King 1990; Tracy and Johnson 1981), 
findings from their study demonstrate that both scales 
"exceeded some established thresholds of discriminant and 
convergent validity" (p. 155). Others such as Rosenkrantz, 
Luthans, and Hennessey (1983), as well as House, Schuler 
and Levanoni 1983, offer evidence supporting the validity 
of this scale. The widespread usage of these scales within 
the organizational literature indicates the breadth of 
their acceptance as valid and reliable measures of role 
conflict and ambiguity (i.e. Bedeian and Armenakis 1981; 
Dubinsky and Hartley 1986; Schuler, Aldag, and Brief 1977; 
Szilagyi, Sims, and Keller 1976).
In the present study, nomological validity is 
demonstrated by examining role conflict and role 
ambiguity's theoretical link to various outcome variables. 
This theoretical support is similar to that found in 
numerous prior studies recognized in the literature review 
in Chapter Two. The evidence available indicates the
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presence of nomological validity, thus the Rizzo, et al. 
(1970) measure seems to be a valid measure.
WORK RELATIONSHIPS
Salespersons rating of their work relationships is 
assessed through the Work Relationships Index (WRI) from 
Moos' (1981) Work Environment Scale (WES). Moos developed 
this instrument through a rigorous process involving over 
2,000 subjects. Individuals involved in the development of 
this scale represent a wide variety of occupations 
including sales positions. A number of studies have used 
WES subscales and report them to be reliable measures (i.e. 
Kirmeyer and Lin 1987; Parkes 1982).
The WRI component of the Work Environment Scale as used 
in the current study is composed of 15 items coded yes-no. 
The items fall within one of three subscales. The work 
relationship components assessed by this index include:
1) supervisor support; 2) peer cohesion; and, 3) work 
involvement. To compute a total work relationship score, 
responses from these items (found in Part D of the survey) 
were totaled using the 'count' command in SPSS (Norusis,
1988). A positive response to items 1, 2, 8, 14, 20, 21,
32, 39, 40, 46, and 48 indicate a favorable work 
environment. Negative replies to statements 13, 26, 38, 
and 47 indicate a favorable work environment (Moos 1981).
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Supervisor support reflects the extent to which 
management is supportive of employees and encourages 
employees to be supportive of each other. The friendliness 
and supportive behavior of fellow employees forms the peer 
cohesion segment of the scale. Finally, involvement 
addresses the extent to which workers are concerned and 
committed to their job. When combined, these dimensions 
form the work relationship index (WRI) (Moos 1981).
Reliability levels for the WES subscales have ranged 
from .69 to .83 in various studies (Billings and Moos 1982; 
Drude and Lourie 1984; Parkes 1982; Savicki and Cooley
1987). The current study found a reliability score of .72 
for the Work Relationship Index. Due to the dichotomous 
nature of the work environment measures, Kuder-Richardson 
20 was the measure used to assess reliability for this 
scale. This measure represents the most popular and widely 
used measure for determining reliability for dichotomous 
items (Churchill 1987).
Validity issues concerning the WRI have been previously 
addressed by a variety of studies. First, Moos (1981) 
reports that the construct validity of the WES instrument 
has been verified across a wide range of occupations. 
Further evidence of past validity can be found in a number 
of studies using this measure and reporting it as a viable 
measure of components of the work environment. These 
projects demonstrate that WES measures are able to
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differentiate between supervisors and employees, as well as 
between occupational groups (Moos 1981; Moos, Clayton, and 
Max 1979). Other studies also have reported that the WES 
appears to represent a reliable and valid measure of an 
individual’s work environment (Cangelosi and Lemoine 1988; 
Kirmeyer and Dougherty 1988).
Further evidence of validity can be found in examining 
the manner in which the WRI relates to constructs it is 
linked to theoretically. The WRI consistently passes this 
test by demonstrating strong relationships with most of the 
work outcomes being examined. These generally strong 
theoretical relationships suggest that the work 
relationship measure is valid.
JOB/HOME CONFLICT
Job/home conflict as operationalized by this study is 
assessed by five items from the Burke, Weir, and DuWors 
(1979) measure. Responses to these 5-point items were 
reverse scored and summed, resulting in overall job/home 
conflict score (Parasuraman et al. 1989). Higher scores 
indicate greater levels of conflict between the job and 
home life. Items 1-5 in Part E of the Survey comprise this 
measure. Reliability for the scale was assessed using 
Cronbach's alpha. Previous studies using items from this 
measure report reliabilities typically exceeding .85 
(Bedeian, Burke, and Moffett 1988; Parasuraman, et al.
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1989). The current study found an internal consistency 
equal to .80.
As with other constructs discussed thus far, this 
measure also appears to relate to other constructs as 
expected from a theoretical perspective. However, few 
studies have addressed the validity of this scale. Burke, 
et al. (1979) indicate that greater levels of conflict 
between work and the home were found for certain 
personality types, and Parasuraman et al. (1989) found that 
a wife's employment status has less impact upon her 
husband's job satisfaction if there is an absence of 
conflict between job and home responsibilities. These 
findings indicate that job/home conflict can influence work 
outcomes. Furthermore, these findings support hypothesized 
relationships, which gives some indication that the measure 
performed in the expected manner, i.e. was measuring the 
construct it was designed to assess. Thus, prior research 
findings, in addition to those of this study, suggest that 
the measure represents a valid indicator of job/home 
conflict levels.
JOB PERFORMANCE
Both qualitative and quantitative measures of 
performance are included in this study. Quantitative 
dimensions of sales performance involve an assessment of 
monthly quota attainment by individual salespeople. Two
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qualitative measures are used in this study. The first is 
based upon a three item overall supervisor rating of the 
salesperson's performance which is summed to arrive at a 
total score, and the second involves a general performance 
evaluation by customers of salespeople included in the 
study. Customer evaluations of their account executive are 
based on four items summed together to attain a general 
measure of performance from the buyers perspective. The 
use of multiple indicators of performance from customers, 
as well as supervisors, allows reliabilities to be 
estimated for these measures. A more specific discussion 
about these items can be found later in the measurement 
section.
Each measure of performance has demonstrated 
reliability. Both subjective measures exhibit internal 
consistency greater than .90. The objective measure for 
each salesperson is based upon actual numbers obtained from 
the firm. The validity of these measures is, however, 
perhaps an even more important issue and will be addressed 
separately for each of the three performance assessments.
Supervisor Performance Evaluation
This measure is composed of three items taken from an 
overall "Task Performance Evaluation", which is completed 
annually for each of the firm's salespeople. Each item is 
a general statement about the overall level of work done by
1 0 5
the salesperson. A sample item from this survey is: "The
quality of this individual's work is excellent". These can 
be viewed in Appendix II (see item "5. overall"). The 
three items are summed to arrive at an overall performance 
score as rated by their immediate supervisor. Reliability 
for this instrument is .92.
The company developed the salesperson rating instrument 
to address various sales activities and outputs the firm 
feels are important. Therefore, if properly utilized by 
supervisors, the instrument should represent a valid 
measure of performance. This reasoning is grounded upon 
the firm's basing their evaluation tool on items of 
relevance to the company1s perspective of salesperson 
actions. Having the firm in effect saying "these items are 
important" provides some level of confidence that the 
measure is valid for the purposes of measuring salesforce 
performance. Furthermore, similar instruments have often 
been used to assess a salesperson's output in studies of 
salesforce performance (i.e. Behrman and Perreault 1984; 
Sujan, Sujan, and Bettman 1988).
Customer Performance Evaluations
Another objective measure of sales performance comes 
from the customer. Evaluations of a salesperson's 
performance from a customers perspective have been obtained 
from a random selection of clients. This measure is
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composed of four items. One of these is a general question 
asking the customer to rate the salesperson’s overall 
performance. The others are: 1) "makes effective
presentations"; 2) "Is competent"; and, 3) "Performs 
better than most salespeople I deal with". These items can 
be viewed in Appendix II. Questions 1, 4, 21, and 40 of 
the customer survey comprise the measure. Scores from the 
four items were summed (after item 40 was reverse coded) to 
arrive at an overall performance score. Higher scores 
reflect better performance.
These items are taken from a general survey of 
customers that addresses a number of issues. The survey, 
however, focuses on the performance and activities of the 
salesforce being studied. For the four items, Cronbach's 
alpha was found to be .91, indicating an internally 
consistent measurement instrument.
Customer ratings, like supervisor evaluations, also 
address an important and valid perspective concerning 
salesforce performance. Their view is important because 
customers have a unique perspective of a salesperson's work 
due to their contact with a wide variety of sales 
professionals from multiple firms. The validity of their 
viewpoint is particularly relevant when one recognizes the 
great importance of customer opinions to a firms continued 
success as an organization. High reliability coupled with 
the general nature of statements included in the customer
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evaluation provide some evidence of validity for the 
instrument in question.
Quantitative Performance
The objective performance measure used in this study is 
percentage of quota attained. These figures were provided 
by the company. Scores from this instrument provide an 
objective measure of how well the salesperson is performing 
relative to his/her goals. This measure allows new 
salespeople to be compared to older ones on a relatively 
even basis. It also permits comparisons across geographic 
regions.
The percentage of quota attained appears to be a valid 
measure of how a salesperson performed relative to what 
he/she and his/her supervisor felt was a reasonable level 
of sales activity. This measure takes into account several 
possible confounding variables such as prior sales levels, 
current economic trends, and the level of competition 
within a sales territory, that may influence other 
quantitative assessments of performance such as total sales 
volume figures. For these reasons, as an objective rather 
than subjective evaluation of a salesperson, this measure 
represents an important contribution to understanding an 
individual's sales performance. The three performance 
measures utilized by this study are viewed as providing a 
reasonably valid and more complete perspective of an
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individual's performance. While they may all differ, each 
measure has some potential for providing a realistic 
assessment of some performance component.
SATISFACTION
The twenty item short form of the Minnesota 
Satisfaction Questionnaire (MSQ) is used in this study to 
assess the overall job satisfaction of salespeople (Weiss, 
Dawis, England, and Lofquist 1967). Job satisfaction 
scores are scaled 1 to 7 for each question. Scores for 
these items are summed to arrive at a measure of job 
satisfaction. Statements used to compute this scale are 
found in Part I of the survey (items 1-20) located in 
Appendix I. Higher scores indicate greater levels of 
satisfaction.
Since its development, the MSQ has seen extensive use 
in organizational studies (i.e. Ivancevich 1979; Wexley, 
Alexander, Greenawalt, and Couch 1980). Typically, 
reliabilities for this measure have exceeded .80 (i.e. 
Bedeian et al. 1988; Ivancevich 1978; Jackson et al. 1985). 
In the current study, reliability for this instrument is 
.88. The validity of the MSQ has been demonstrated in a 
wide range of studies that have used it as a measure of 
some facet of job satisfaction or as an overall measure of 
job satisfaction (Dipboye, Zultkowski, Dewhirst, and Arvey 
1979; Gillet and Schwab 1975; Ivancevich and Smith 1981).
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For the current study, validity of this job 
satisfaction measure has been addressed by examining 
theoretical relationships involving job satisfaction. 
Theoretical links between job satisfaction and role stress 
are born out by this study, thereby giving some indication 
of construct validity. This finding tends to indicate that 
the MSQ is a valid measure of job satisfaction.
There are several reasons for using a general measure 
as opposed to various facets of job satisfaction. First, a 
number of prior salesforce studies examining the role 
stress —  job satisfaction relationship have used a general 
measure of satisfaction rather than more specific ones 
(Behrman and Perreault 1984; Dubinsky and Hartley 1986; 
Good, Sisler, and Gentry 1988). Second, most of the 
studies examining the relationship between personal life 
stress (job/home conflict) and job satisfaction have used a 
general measure of satisfaction (Bedeian et al. 1988;
Bhagat, McQuaid, Lindholm, and Segovis 1985; Parasuraman et 
al. 1989). In order to be able to compare results from 
this study with those of other researchers, it seemed most 
appropriate to use an overall satisfaction measure rather 
than more specific ones. Finally, a number of researchers 
have indicated that overall job satisfaction measures and 
various aspects of satisfaction such as pay, promotion, and 
supervision, are highly correlated. This tends to indicate 
that strong relationships between role variables and
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mediating/moderating variables also may be relatively 
strong for the various facets of satisfaction if they are 
indeed highly related to general job satisfaction.
BURNOUT
Burnout in this study is measured using Maslach and 
Jackson's (1981) Maslach Burnout Inventory (MBI). This 
scale has three components —  emotional exhaustion, 
depersonalization, and personal accomplishment (Maslach and 
Jackson 1981, 1985). It has been extensively used since 
development and appears to be a widely accepted measure of 
burnout (i.e., Rountree 1984; Russell, Altmaier, and Van 
Velzen 1987). Reliabilities have ranged from .71 to .90, 
with the current study finding Cronbach's alpha to equal 
.90 for emotional exhaustion, .73 for depersonalization, 
and .69 for personal accomplishment.
To calculate these measures, scores for those 
statements composing each scale were summed to arrive at 
total scores. The scale items can be viewed in Part G of 
the survey. Emotional exhaustion is addressed by items 1-
3, 10, and 14. Depersonalization is composed of statements
4, 8, 9, and 16. Items 5, 7, 11, 12, 13, and 15 for the 
personal accomplishment component of the MBI (Maslach and 
Jackson 1981).
Validity concerns are addressed by examining the manner 
in which the burnout scales appear to act in a
theoretically consistent manner relative to other 
constructs. Although indirect, another way of addressing 
validity is to examine what prior studies reveal about the 
measure. Previous studies have cited results indicating 
that the Maslach Burnout Inventory (MBI) appears to be a 
valid measure of burnout (Schwab and Iwanicki 1982; Schwab, 
Jackson, and Schuler 1986). Maslach (1982) notes that MBI 
scores have been found to increase in high stress job 
settings and to predict hypothesized outcomes of burnout. 
Another factor indicating validity of the instrument in 
some settings concerns the thorough process of purification 
and revision marking the development of this scale measure 
(Maslach and Jackson 1981). In sum, the overall findings 
suggest that the measure has validity as an indicator of 
burnout (Maslach and Jackson 1985).
PROPENSITY TO LEAVE
This study uses a four item measure of propensity to 
leave (Bluedorn 1982). The items used asked respondents, 
"How likely are you to leave your current position in the 
next... (3, 6, 12, and 24) months?". Likelihood of leaving 
is indicated on a 1 - 7 scale with "1 = terrible chance" 
and "7 = excellent chance". Higher scores indicate a 
greater propensity to leave. These items are found in Part 
C of the questionnaire. An employee's overall propensity 
to leave is calculated by summing the four items.
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Reliability for this measure in the current study is .95. 
Previous research has reported similar findings (Johnston, 
Futrell, Parasuraman, and Sager 1988).
Validity issues concerning Bluedorn's measure have not 
been widely reported. The scale, however, is quite similar 
to a number of other operationalizations of the quitting 
intentions construct and appears to be a valid measure of 
an individual's propensity to leave (Arnold and Feldman 
1982; Futrell and Parasuraman 1984; Griffeth and Horn 1988; 
Lee and Mowday 1987). The scales similarity to other 
widely utilized measures of propensity to leave indicates 
that the current operationalization is a reasonably valid 
measure of that construct.
SAMPLE
There are two survey populations that are relevant to 
this research. These include both salespeople and 
customers of a regional advertising firm. Copies of both 
survey instruments, as well as the supervisory evaluation 
form used in the study, can be viewed in Appendix I, II.
Salespeople
Salespeople involved in this research completed a 
survey which included a number of constructs. Variables 
from that instrument relevant to the current study were:
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1) role conflict; 2) role ambiguity; 3) work relationships; 
4) job/home conflict; 5) job satisfaction; 6) burnout; and, 
7) propensity to leave. According to Moncrief1s (1986) 
typology, members of this firm's salesforce most closely 
correspond to "institutional sellers". Salespeople in this 
category must perform creative selling as they entertain 
and work directly with their clients.
The questionnaire was initially distributed by the 
sponsoring company. After filling out the survey, 
salespeople mailed it directly to Louisiana State 
University. Non-respondents received follow-up letters 
stressing the importance of their participation and the 
firm delivered new copies of the survey to those 
individuals. However, the confidentiality of individual 
survey responses was assured by both the company and 
university. This approach resulted in a response rate of 
almost ninety percent. Completed surveys were obtained 
from 106 first level salespeople out of 122 possible 
respondents.
Of the sixteen non-respondents, 12 of those individuals 
left the firm within three months. This represents a ten 
percent turnover level for the three month period. Eight 
of the twelve salespeople leaving the firm had been hired 
within six months of their termination. While there
is not a great deal of information on all individuals 
leaving the company during the study that failed to fill
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out a questionnaire, one difference is readily apparent. 
They generally had less than 6 months tenure. One also can 
project that they were less satisfied than those that 
remained. Therefore, of those salespeople still with the 
company three months after the survey was conducted, over 
ninety-five percent completed the survey.
The current study only used responses from sixty-two 
salespeople of the 106 that responded. The reason for this 
is that complete sets of all three performance measures 
were available for only these sixty-two individuals. A 
number of salespeople had one performance measure or 
another, sometimes even two, but not all three. These 
sixty-two salespeople represent approximately a 50% 
response rate from the specific population examined in this 
study. While not ideal, this response rate is comparable 
with others in salesforce research (Ford, Walker, and 
Churchill 1985; Good, Sisler, and Gentry 1988; Howell, 
Bellenger, and Wilcox 1987). In addition, the respondents 
included in the current research appear to somewhat 
representative, in many ways, of the entire target 
population in the firm where the study was conducted (See 
Table 2).
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TABLE 2
SALESPERSON SAMPLE DEMOGRAPHICS AND DIFFERENCES BETWEEN 
RESPONDENTS INCLUDED VERSUS THOSE NOT INCLUDED IN THE STUDY
Variable Salespeople With Salespeople
Completed Surveys Included In
But Not Included The Study
In The Study
mean s.d mean s.d
Age of Respondent 32.4 (6 .6) 31.7 (7.2)
Percent Male 57.7% 63.0%
Percent with 
College Degree 53.8% 74%
Average Salary1 $38009 (42176) $31625 (11240)
Work Experience 
Prior to Current 
Position 122
months
(85) 96
months
(72)
Sales Experience 
Prior to Current 
Position 97.96
months
(67) 60.87
months
(54)
Tenure with 
Present Company
4-----------------
19.9
months
(20.1) 33.5
months
(34.7)
Range for those not included in the study = $12000 to 
$220,003. For those in the study = $12500 to $64,000. 
Range for those not included in the study = 0 to 342 
months. For those in the study = 0 to 372 months. 
Range for those not included in the study = 12 to 240 
months. For those in the study = 6 to 240 .
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Salespeople used in the analysis were predominantly 
male (over 60 percent), and college educated (74% had a 
college degree). Average tenure level for the sample was 
about 34 months. The average respondent was almost 32 
years old and had approximately 8 years of work experience 
prior to working in their current position. The majority 
had some sales experience prior to their current 
employment. For the study sample, prior sales experience 
averaged slightly over 5 years.
Customer Sample
The customer survey was mailed to approximately 1000 of 
the firm's customers. Customers included in the mailing 
were part of a stratified random sample selected from the 
company•s mailing list. During the selection process, an 
attempt was made to have a representative number of firms 
in the sample from each geographic area where the 
corporation has a plant. However, selection of customer 
names from within each area was random. After selecting an 
initial group of clients, inactive accounts were deleted 
from the mailing list and replaced with customers from that 
area which currently use the firm’s services.
Once the mailing list was developed and finalized, a 
copy of the survey and a cover letter from the Louisiana 
State University Marketing Department was mailed to each 
customer. The cover letter stressed the importance of each
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customer participating. A copy of this letter is contained 
in Appendix 3. A return envelope was also placed in the 
mailing. Letters were mailed from Louisiana State 
University at bulk rates.
Approximately two weeks after the initial mailing, a 
reminder postal card was sent to all firms that had not 
returned their questionnaire. This card reminded them of 
the survey and gave a phone number and address where the 
firm could obtain another copy of the survey if needed.
Each survey was numbered so that a response could be linked 
to a specific firm and also to a particular salesperson.
This approach served two purposes. First, it allowed 
performance measurement from a customers perspective. 
Second, this approach has been shown to increase survey 
response rates in a number of studies (Diliman, 1977). 
Survey respondents were assured of confidentiality and 
guaranteed that their responses would be combined with 
those of other customers prior to being given to the 
sponsoring company. Due to this approach, customers 
should have felt free to respond truthfully to the survey.
This data collection approach resulted in about a forty 
percent response rate from company customers (399 
respondents). Table 3 contains a comparison of early 
responders with those that responding after the second 
mailing. The results obtained from late respondents 
provides some assurance that non-respondents do not differ
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significantly from those that promptly returned their 
questionnaires.
From those surveys, however, only 184 are used in the 
current study. The other 215 were not used for a number of 
reasons, including: 1) incomplete responses; 2) their
salesperson was not in the sixty-two used as a basis for 
this study; or, 3) their salesperson was not a first level 
salesperson. Therefore, the customer sample used in the 
current study represents approximately 18% of those 
customers receiving the initial mailing and almost 46% of 
those responding. Table 4 contains a demographic 
comparison of respondents used in the study versus those 
not included. Customers included in the study were a 
diverse group both in size (number of employees) and 
principal business interests. Table 5 breaks down the 
composition of those customers included in the study as 
compared to all respondents. Clearly, the customer 
composition is heavily weighted toward advertising firms 
since these form the bulk of the sponsoring firms 
clientele. Wholesale and retail outlets were the next most 
heavily represented industry group. With few differences, 
the two groups are very similar in composition.
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TABLE 3
CUSTOMER DEMOGRAPHICS 
FOR INITIAL AND FOLLOW-UP RESPONDENTS
Variable Initial 
Respondents 
(n = 312)
mean s.d.
Follow-up 
Respondents 
(n = 76)
mean s.d
Time in
Present Position
Time Spent with 
Firm in any Position
Current Age
Percent Male
College Degree
Average Time 
Since College 
Degree was Awarded
6.50
years
9.21
years
40.24
years
59.7
65.4%
17.2
(6.33)
(8.79)
(10.70)
7.77
years
10.09
years
42.52
years
72.2
65.5%
(11.10) 18.5
(7.43)
(8.68)
(10.01)
(10.21)
Number of Employees 
Your Firm has 244
Number of Contacts
with Salesperson
Last 6 months 8.22
(938.5) 168
(12.34) 8.52
(413,8)
(19.07)
Follow-up respondents are those that only returned 
their survey after a reminder card was sent. Most 
required a second survey in order to complete their 
response. Overall Response rate was approximately 40% 
(399 out of 1006).
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TABLE 4 
CUSTOMER DEMOGRAPHICS 
COMPARISON OF RESPONSE DEMOGRAPHICS FOR 
SURVEYS USED VERSUS THOSE NOT USED
Variable Average for
Respondents 
Not Included 
(n = 215) 
mean
Time in
Present Position 6.75
years
Time Spent with
Firm in any Position 9.24
years
Current Age 41.0
years
Percent Male 62.9%
College Degree 71.9%
Average Time
Since College
Average for 
Respondents Included 
in the Study 
(n = 184) 
s.d mean s.d.
(6.30) 6.74 (6.88)
years
(8.53) 9.53 (9.04)
years
(10.56) 40.3 (10.67)
years
61.2%
65.9
Degree was Awarded 18.0
years
Number of Employees 
Your Firm has 271
Number of Contacts
with Salesperson
Last 6 months 8.86
(10.45) 18.2
years
(896.3) 180
(15.96) 7.65
(11.51)
(822.95)
(11.04)
Those customers not included in the study were clients 
of salespeople that were not included. There are several 
reasons for their non-inclusion: 1) their salesperson
failed to turn in a survey; 2) their salesperson was not a 
first level salesperson; or, 3) either the supervisor or 
quota performance measure was not available for their 
salesperson. Any of these factors could result in the 
exclusion of a customer from the focal sample.
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TABLE 5
CUSTOMER FREQUENCY BY PRODUCT GROUPS
Product General Customers
Sample Included In
the Study
Advertising 47.4% 47.3%
Communication 
& Publishing 3.8% 6.0%
Consumer Goods 
Manufacturing 1.3% 1.1%
Finance, Insurance 
& Real Estate 6.6% 3.8%
Food Industries 6.6% 5.4%
Health Services 1.5% 1.6%
Industrial Goods 
Manufacturing 0.0% 0.0%
Chemicals and 
Petroleum 0.0% 0.0%
Wholesale & 
Retail 13.8% 15.2%
Utilities 0.5% 0.5%
Transportat ion 1.8% 2.2%
Nonprofit
Organizations 2.3% 2.2%
Pharmaceutical 0.3% 0.0%
Service 4.1% 3.8%
Other 11.2% 10.9%
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STATISTICAL ANALYSES
The current study is designed to test for 
mediating/moderating effects of work relationships and 
job/home conflict upon work outcomes arising from role 
conflict and ambiguity. It is hypothesized that these two 
constructs will mediate effects of role stress upon 
selected work outcomes. These are: 1) subjective and 
objective measures of performance; 2) job satisfaction; 3) 
burnout; and, 4) propensity to leave. Alternatively, 
additional analyses have been undertaken to determine if 
the relationships between role stress, work relationships, 
and job/home conflict are moderating rather than mediating 
in nature.
Regression analysis will be used to examine the 
hypothesized relationships proposed by this study. Each of 
the outcome variables will be regressed upon the 
independent variables of role conflict and role ambiguity, 
the mediator variables, and the cross-product (moderator) 
terms when applicable. Results will be examined to 
determine if the mediating or moderating hypotheses are 
correct. These findings will hopefully add to current 
knowledge concerning the nature of role stress —  work 
outcome relationships. Furthermore, the three assessments 
of performance will be compared to determine if they are
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similar or if they tap different aspects of sales 
performance.
Regarding the hypothesized mediating/moderating 
influences of work relationships and job/home conflict, 
several issues must be addressed. The first of these 
involves mediating and moderating relationships and how 
they fundamentally differ. There appears to be 
considerable confusion concerning the nature and function 
of both moderators and mediators (Arnold 1982; Sharma, 
Durand, and Gur-Arie 1981).
Mediating Influences
Mediated relationships in this study are hypothesized
to affect the association between role conflict, role
ambiguity, and work outcomes. As Figure 3 illustrates, in
order for a variable to function as a mediator there are
several basic requirements that must be met.
(a) variations in levels of the independent 
variable significantly account for variations 
in the presumed mediator (i.e. path a), (b) 
variations in the mediator significantly account 
for variation in the dependent variable (i.e. path 
b), and, (c) when Paths a and b are controlled a 
previously significant relation between the 
independent and dependent variables is no longer 
significant, with the strongest demonstration of 
mediation occurring when path c is zero. (Baron and 
Kenney 1986, p. 1176).
Figure 3 illustrates these points with the mediator being
linked to both the antecedent (in this case role
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conflict/ambiguity) and the consequence (one of the work 
outcomes).
Once these basic relationships are established, then 
one must determine if the hypothesized mediators actually 
function in the proposed manner. To function as a 
mediator, a construct must "substantially reduce" the 
relationship between the independent and dependent 
variables. The exact degree of change needed to achieve a 
"substantial" reduction is not clearly specified. However, 
Baron and Kenney (1986) indicate that, rather than seeking 
variables that reduce Path c to zero (eliminating it 
altogether), it may be more realistic to look for mediators 
that significantly decrease Path c.
In the current study statements of causation are not 
warranted for two reasons. First, there are possibly other 
"unmeasured" variables that can influence the focal 
relationships, these might include commitment, involvement, 
and skill levels, among others. In any one study, it is 
almost impossible to completely rule out other causes for 
the relationships uncovered (James and Brett 1984).
Second, in a cross-sectional study one cannot clearly 
specify a causal order to the constructs. For instance, it 
is possible that work relationships may influence role 
conflict/ambiguity instead of the opposite and the same can 
be said with respect to job/home conflict. However, 
changes in covariation can be discovered and commented
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upon. Furthermore, there is substantial support in the 
literature for proposing the mediating hypotheses examined 
in this study.
FIGURE 3
CONSEQUENCE
VARIABLES
ANTECEDENT
VARIABLES
MEDIATOR VARIABLES
MEDIATOR MODEL 
(Adapted from Baron and Kenny, 1986)
Mediators can be viewed as constructs which explain why 
a relationship occurs. A variable is a mediator to the 
degree that it is responsible for the relationship between 
an antecedent and consequence variable. Figure 3 
graphically illustrates this relationship between 
constructs. For instance, in the current study, role 
conflict (antecedent variable) is viewed as being a 
predictor of burnout, an outcome variable, and a proposed 
mediator, (i.e. work relationships). Work relationships 
are hypothesized as a mediating variable and, therefore,
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also are an antecedent of burnout. When the links between 
role conflict and work relationships and between work 
relationships and burnout are controlled, then the 
association between role conflict and burnout should be 
significantly reduced if the mediation hypothesis is 
supported.
Baron and Kenney (1986) also recognize the possibility 
that there may be multiple mediators of a relationship.
That is a possible result in the current study with both 
work relationships and job/home conflict proposed as 
possible intervening variables. To test the premise of a 
mediating effect, several steps must be taken.
These steps involve establishing relationships between 
constructs and also the manner in which they are entered 
into regression equations in order to test for mediating 
influences. The order of inclusion of these variables in 
the analysis is of great importance in obtaining accurate 
results. First, the antecedent variable is entered and 
must be related to the mediator in the equation. Second, 
the antecedent must affect the consequence variable. 
Finally, the mediator also must be related to the 
consequence variable in the equation (Judd and Kenny 1981). 
"If these conditions all hold then the effect of the 
independent variable on the dependent variable must be less 
in the third equation" (Baron and Kenny 1986, p. 1177). if 
an antecedent variable has no effect on the outcome
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variable when potential mediating effects are controlled, 
then complete mediation has occurred.
Moderating Influences
Moderating effects differ from mediators in that they 
specify when a certain affect may hold, rather than why it 
may occur. A variable is a moderator if it affects the 
strength or direction of a relationship between a criterion 
variable and a predictor variable (Baron and Kenny 1986). 
Moderator influences can take on several forms. One 
commonly examined variation involves linear moderators 
(Sharma, et al. 1981). Linear moderator terms affect 
dependent variable(s) in a linear fashion as opposed to a 
step or quadratic relationship (Baron and Kenney 1986) .
This study is concerned with two linear moderators and 
their possible influence upon the relationship between role 
stress and work outcomes. These involve cross-product 
terms developed from role conflict/ambiguity and work 
relationships or the same role variables and job/home 
conflict.
If a construct is posited as a linear moderator, then 
it should be measured on a continuous scale. In the 
current study, both role constructs and each proposed 
moderator are continuous in nature. To test for moderator 
effects, an independent variable is multiplied by a 
variable hypothesized to act as a moderator to form an
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interaction term. This cross-product term or "moderator 
term" is then included in the regression equation after the 
independent and moderator variables (Arnold 1984; Stone and 
Hollenbeck 1984, 1989).
For the cross-product term to function as a moderator, 
it must be a significant predictor of the dependent measure 
(See path c in Figure 4) after the effects of both the 
independent and moderator variables have been included in 
the equation. Figure 4 illustrates this view by showing 
direct paths between the independent and moderator 
variables and the dependent measure. This indicates that, 
in addition to the cross-product term, the independent 
variable also can be a significant predictor (path a). The 
same is true of the moderator (path c). Figure 4 presents 
a diagram of this process. In this simple example, all 
paths may be significant, in which case there is a 
moderated relationship. However, if the moderator term is 
not significant (does not cause a significant change in 
R2), even though the moderator variable and independent 
variable are significant predictors, then the relationship 
being studied is not of a moderated form.
For example, role conflict (predictor, path a) and 
job/home conflict (moderator, path b) may both be 
significant predictors of satisfaction (outcome variable). 
However, perhaps greater job/home conflict combined with 
high levels of role stress change the strength of the role
conflict —  job satisfaction relationship. While both role 
conflict and job/home conflict, independently, may still be 
significant predictors of job satisfaction (path a and b), 
that will not necessarily be the case. However, if the 
cross-product terra combining the independent and moderator 
variable (path c) is significant, then a moderated effect 
is supported. There are several requirements that should 
be met in order to arrive at useful results from the 
moderator approach.
FIGURE 4
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(Adapted from Baron and Kenny, 1986)
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Baron and Kenny (1986) state that it is desirable, 
although not required, that the moderator variable be 
uncorrelated with the criterion or predictor variables.
This lack of correlation is important because it allows one 
to develop a clear interpretation of the relationships 
uncovered by a moderator analysis. Furthermore, unlike 
mediators which are outcomes of the antecedent variable, 
moderators always function as independent constructs. If 
these requirements are not met, then the relationship, 
although significant, may be attributable to something 
other than a moderator effect.
In this study, role conflict and role ambiguity will be 
examined separately with regard to possible moderating 
effects arising from work relationships or job/home 
conflict. To do this, moderator terms will be developed 
for both independent variables (role conflict/ambiguity) 
using each potential moderator. After the cross-product 
terms are computed, a regression equation will be developed 
using the independent variable, moderator, and moderating 
term. In the regression analysis, the independent variable 
will be entered first, then the moderator variable, last of 
all, the moderator term will be included (Baron and Kenny 
1986; Stone and Hollenbeck 1989). If the moderator term is 
significant, then the existence of a moderating effect is 
supported.
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POTENTIAL CONTRIBUTIONS
This study will test the proposition that a number of 
important work outcomes traditionally linked to role stress 
may, in fact, operate through mediated or moderated 
relationships. The mediators tested are work relationships 
and job/home conflict. Work outcomes included in the study 
are: multiple assessments of performance; job
satisfaction; burnout; and quitting intentions. These same 
variables also are tested using a moderator hypothesis to 
explain their relationship to role stress.
A very important theory related concept being tested 
involves the relationship of role stress to important work 
outcomes. Prior research suggests that role conflict and 
ambiguity are extremely important in sales and other 
boundary spanning occupations. The discovery of mediated 
influences, rather than direct ones, between role 
perceptions and the work outcomes being studied will open 
several new avenues of potential research. The same can be 
said concerning a moderated relation. Either result would 
stress the importance of further examination of social 
effects, from work and family sources, as powerful factors 
in explaining work outcomes. Findings in this area could 
influence future studies and alter the manner in which 
certain previous studies are viewed.
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In addition to the question of mediator and moderator 
influences upon outcomes stemming from role perceptions, 
this study also offers an interesting contrast between 
three different measures of sales performance. By 
comparing the ability of the regression equations to 
predict various measures of performance, a better 
understanding of performance and what it means to different 
groups is possible.
Comparing beta weights and significance levels for 
various constructs hypothesized as predictors of 
performance, can result in a better understanding about the 
determinants of different aspects of salesperson 
effectiveness. For example, customer ratings may be 
predicted by a different combination of hypothesized 
linkages than those indicating quantitative performance or 
supervisor evaluations. The same can be said for 
supervisor ratings which may, or may not, be more strongly 
related to certain constructs than customer assessments of 
performance. By comparing the relative strength of 
predictors among various performance measures, several 
important theoretical findings, as well as managerial 
guides may be discovered.
Objective data is of interest to the managers as it 
directly affects the bottom line of a firm. However, 
supervisor and customer evaluations also may offer 
important insights into the influence of different sale
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activities upon an individual's subjective performance 
rating. In addition, examining the amount of inter­
correlation between various performance measures can help 
determine if an individual's performance is viewed 
similarly by different "publics", or if performance is 
multi-dimensional in nature. All three assessments have 
relevance to a firm.
Theoretically, this study offers several important 
tests. First, finding that role perceptions are mediated or 
moderated by work relationships or job/home conflict would 
emphasize a new way of viewing those constructs.
Presently, role conflict and ambiguity are often perceived 
as directly affecting certain work outcomes (Baggozi 1978; 
Donnelly and Ivancevich 1975; Dubinsky and Hartley 1986; 
Schwab, Jackson, and Schuler 1986). If those direct 
relationships are mediated or moderated, then current 
thinking may need to be revised to include more mediators 
or moderators in models of organizational behavior. These 
two constructs proposed as mediators/moderators also offer 
new insight into possible indirect linkages between role 
stress and work outcomes.
A second finding related to theory deals with the 
multiple performance measures featured in the current 
study. Finding that beta weights of predictors change as 
one examines different types of performance measures, 
implies that no one performance assess is adequate to
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address all aspects of salesforce performance. Researchers 
may need to look at multiple indicators of performance 
constructs. From a managerial perspective, if a company 
prides itself on being customer oriented, then findings 
concerning the prediction of customer evaluations will be 
of interest. If, on the other hand, current bottom line 
results are critical then the constructs most strongly 
related to sales quota attainment would be of greater 
interest. By using multiple performance measures, this 
study allows managers to view performance from a variety of 
perspectives.
SUMMARY
This study anticipates obtaining accurate measurements 
of the constructs included in the hypothesized 
relationships. In the past, scales used have, provided 
excellent reliability. The current study further hopes to 
insure valid findings by using these well tested measures. 
By getting reliable and valid measures, findings will 
hopefully be replicable in other settings. Furthermore, 
accurate measurement will help insure that proposed 
relationships actually are being tested.
The mailing approach used generated approximately a 40 
percent response rate among customers. Over 80 percent of 
available salespeople responded to the salesperson survey.
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Both of these are well within the range found in studies of 
similar populations (Behrman and Perreault 1984; Cron and 
Slocum 1986). Although a number of salespeople were lost 
due to the use of multiple performance measures, it was 
deemed worthwhile because of the new information and 
insights into sales performance that this approach may make 
possible.
Statistical analyses used will allow a comparison to be 
made concerning the prediction of three different kinds of 
performance measures by the same group of constructs. The 
tests will also permit statements to be made concerning the 
existence of mediating effects. Potential moderating 
influences also will be tested and results noted to 
determine if mediated/moderated relationships actually 
occur in the role stress —  work outcomes relationship.
Results from the statistical analyses will be important 
to our current understanding of the influence of role 
perceptions. If the role stress —  work outcomes 
relationship is mediated/moderated, that will add to our 
understanding of how role conflict and ambiguity operate in 
the workplace. Multiple assessments of performance may 
also alter current thinking about how performance should be 
measured in salesforce research.
CHAPTER FOUR
RESULTS
This chapter presents results obtained from testing 
study hypotheses. Correlations between the various 
constructs used in the study are the first information 
presented. After these relationships are discussed, the 
hypothesized relationships proposed by this study will be 
examined.
Reporting of hypothesis test results is done through a 
multi-step process. First, basic requirements for mediating 
relationships are presented. Then, propositions concerning 
mediating influences are examined. The final group of 
results involves those hypotheses related to potential 
moderator effects. Following the presentation of all 
results, a summary of findings from both approaches will be 
compared with reference to their explanatory power and 
relevance as predictors of those relationships being 
studied.
CORRELATIONS
Table 6 presents the correlations among constructs in 
this study. Role conflict and role ambiguity, which serve 
as independent variables, are both significantly correlated 
with work relationships (p < .01, r = -.36 and
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r = -.41 respectively) and job/home conflict (p < .05, r = 
.28 and r = .29 respectively). These significant 
correlation levels are one requirement for the study since 
both work relationships and job/home conflict are proposed 
as mediator/moderators. Furthermore, role perceptions also 
are significantly correlated with a number of work outcomes 
being examined as dependent variables in this study. Thus, 
meeting another requirement of the mediating hypotheses.
Role conflict is negatively correlated with job 
satisfaction (p < .001, r = -.39), and work relationships.
It is positively related to role ambiguity (r = .60), 
emotional exhaustion (p < .001, r = .44), depersonalization 
(p < .001, r = .46), and propensity to leave (p < .01, r = 
.35). Role conflict is not correlated at a significant 
level with any of the three performance measures or with 
personal accomplishment (p >.05).
Role ambiguity is positively correlated with role 
conflict, emotional exhaustion (p < .05, r = .28), 
depersonalization (p < .01, r = .32), and job/home conflict. 
These relationships are in the expected direction and show 
considerable strength. A negative relationship exists 
between role ambiguity, personal accomplishment (p < .01, r 
= -33), job satisfaction (p < .01, r = -.49), and work 
relationships. Role ambiguity is not related to any of the 
performance measures or with propensity to leave (p > .05).
Correlations of work outcomes with mediating variables 
are generally strong and in the expected direction. Work 
relationships are positively correlated with job 
satisfaction. They are negatively related to role 
conflict/ambiguity, propensity to leave (p < .001, 
r = -.54), depersona1i z at ion (p < .01, r = -.34), and 
emotional exhaustion (p < .001, r = -.47). The correlation 
between work relationships, all three performance measures, 
and personal accomplishment are non-significant (p > .05). 
This finding indicates that positive work relationships, 
although predictors of several important work outcomes, are 
not necessarily good predictors of salesperson performance.
Job/home conflict, like work relationships, is 
correlated with other constructs in the expected manner. It 
is positively correlated with both role variables, as well 
as emotional exhaustion (p < .001, r = .55), 
depersona1ization (p < .05, r = .26), and propensity to 
leave (p < .01, r = .30). Job/home conflict is negatively 
correlated with job satisfaction (p < .05, r = -.26) and 
customer rated performance (p < .01, r = -.38). It is not 
related to quota attainment, supervisory evaluations of 
performance, or personal accomplishment.
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TABLE 6
CORRELATIONS OF STUDY CONSTRUCTS
mean s.d 1 2 3 4 5
l.WRI 10.61 2.61 (73) -.38b -. 36b -.41a .17
2.Job/Home 
Conflict 13.74 2.97 (80) . 28c .29b -. 38b
3.Role C 23.34 7.83 (86) . 60a -.07
4.Role Am. 13.84 4.69 (83) -.14
5.Cust Rated
Perf. 3.90 0.98 (91)
6. Super. 
Perf. 6.02 0.98
7. Quota 103.46 13.14
8. Job Sat. 67.76 12.29
9. Emotional
Ex. 2.67 1.23
10.Propen. 
to Leave 10.45 5.97
ll.Deperson-
aliz. 1.50 1.19
12.Personal
Accomp. 5.06 0.69
* Significant (p < .001).
Significant (p < .01). 
c Significant (p < .05).
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TABLE 6 (continued)
CORRELATIONS OF STUDY CONSTRUCTS
6 7 8 9 10 11 12
l.WRI .13 -.05 . 57®- .47® --.54® -.34b .16
2.J/H
Conflict -.13 .03 -.26° .55® .30b .26° .14
3.RC .05 -.05 -.39®
CO• . 35b .46® -.24
4.RA -.08 -.06 -.49® .28° .23 .32b -. 33b
5.Cust Rate
Perf. -.09 .10 .23 -.23 -.22 -.06 -.04
6.Super Rate
Perf (95) -.08 .05 -.08 .03 .14 .03
7.Percent
Quota n .a . -.24 -.17 -.04 -.23 -.03
8.Job Sat (92) -. 27C-.43® --.16 .10
9.Emotional 
Exhaustion (90) .55® .61® -.04
10.Propensity 
to Leave (95) . 33b -.17
11.Depersonalization (73) -.05
12.Personal
Accomplishment (69)
* Significant (p < .001).
Significant (p < .01).
0 Significant (p < .05).
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TABLE 7
CORRELATIONS OF MODERATOR CONSTRUCTS
WRI WRI Job/Home Job/Home
X X X X
ROLECON ROLEAM ROLECON ROLEAM
1 .WRI l • 00 a -.85® -.46®
a0in•1
2. J/H
Conflict .78® .38® .69® .64®
3.RC .74® .54® .86® .57®
4.RA .60® .79® .53® .89®
5.Cust Rated
Perf .05 -.23 -.24 -.28°
6.Super Rated
Perf -.04 -.01 -.01 -.06
7.Percent Quota .05 .03 -.04 -.03
8.Job Sat -.58® -.62® -.45® -.50®
9 .Emotional
.55® .57® .39®Exhaustion .35b
10.Personal
Accomplish. -.24 -.26° -.11 -.16
11.Depersonal­
.40® .49® .42®ization .48®
12.Propensity
.36®to Leave .54® .47® .49®
13.WRIXROLECON --- .90® .78® .70®
14.WRIXROLEAM --- --- .60® .82®
15.JOB/HOME
.74®X ROLECON --- --- ---
16.JOB/HOME
X ROLEAM “ ™
® Significant (p < .001).
Significant (p < .01). 
c Significant (p < .05).
(Means and Std. deviations) mean s.d.
WRI X Role Conflict 156.2 102.7
WRI X Role Ambiguity 93.4 64.0
Job/Home X Role Conflict 327.3 156.6
Job/Home X Role Ambiguity 194.2 93.3
Among the dependent measures examined in this study, 
there is evidence of considerable correlation. Job 
satisfaction is negatively related to emotional exhaustion 
and propensity to leave (p < .01, r = -.27, r = -.43 
respectively). Emotional exhaustion and depersonalization 
are both positively correlated with propensity to leave (p <
.001, r = .55 and p < .01, r = .33 respectively). The
performance measures are not related to other work outcomes. 
They also are not highly intercorrelated. This leads one to 
question if performance can be adequately assessed by any 
one perspective. Chapter Five addresses the lack of 
correlation among performance measures in detail.
Cross-product terms used in this study also exhibit high 
degrees of correlation with a number of constructs. As 
expected, these moderator terms are highly correlated with 
the variables used to obtain them (p < .001). Table 7 
illustrates that the moderator terms also are highly 
correlated with each other (p < .001). The WRI, which is 
negatively correlated with both role variables, has been 
recoded for the computation of cross-product terms so that 
it's relationship with both role conflict and ambiguity is 
positive. This step was taken to produce results that are
easier to interpret since it allows the variables used to
compute moderator terms to influence outcomes in the same 
direction.
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Moderator terms are not strongly correlated with 
performance. Only the cross-product of job/home conflict 
and role conflict is significantly related to any of the 
three performance measures (p < .05, r = -.28). However, 
all of the moderator terms are negatively correlated with 
job satisfaction (p < .001, r 's exceed -.45). There are 
positive correlations between the cross-product terms and 
propensity to leave (p < .001, r's exceed .36). Two of the 
three burnout measures, emotional exhaustion and 
depersonalization, also are positively correlated with a 
moderator term (p < .05). Personal accomplishment is not 
strongly related to either cross-product term.
Next, this chapter will examine the requirements that 
must be met in order to undertake the hypothesized tests. 
Method requirements and data suitability for those 
techniques will be addressed. Following this discussion, 
test results relating to study hypotheses will be presented.
METHOD REQUIREMENTS
As recognized in Chapter Three, the issue of whether 
a construct acts as a mediator or moderator of relationships 
between other variables has proven, at times, to be 
difficult. In many cases, this question has led to 
confusion concerning the nature of mediators and moderators 
with the two terms often being used (incorrectly) 
interchangeably (Baron and Kenny 1986). This study examines
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a group of relationships from both perspectives.
To have a mediated relationship, an antecedent 
variable(s) and a mediating variable(s) must be related to 
each other as well as the outcome variable(s). Therefore, 
the initial test of mediating constructs must determine if 
they are related to each other. The correlations between 
constructs used in this research are reported in Tables 6 
and 7.
Table 6, verifies the required relationships between 
the antecedent role variables and hypothesized intervening 
variables. Role conflict is significantly related to both 
potential mediators, job/home conflict (p < .05, r= .28) and 
work relationships (p < .001, r= -.36). Role ambiguity is 
also strongly related to these constructs (p < .01, r= .29 ) 
and (p < .001, r= -.41), respectively. In regards to work 
outcomes used in this study, both role variables are related 
to job satisfaction, emotional exhaustion, and 
depersonalization. However, while role conflict is 
significantly correlated with propensity to leave (p < .01, 
r= .35), role ambiguity is not (p > .05, r= .23). In 
contrast, role ambiguity, unlike role conflict, is related 
to personal accomplishment. Neither role conflict nor 
ambiguity is correlated with any of the three performance 
measures. Obviously, in cases where an antecedent variable 
is not related to the outcome variable, it is impossible to 
have a mediated relationship.
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In the current study, both mediating terms are 
significantly related to depersonalization, emotional 
exhaustion, job satisfaction, and propensity to leave. 
Job/home conflict is, however, significantly related to 
customer ratings of performance while work relationships is 
not correlated with any of the performance measures. These 
findings indicate that in most of the hypothesized 
relationships, a mediating effect is a possible explanation. 
Only in those cases where the role variables or mediators 
are not related to each other and/or to the work outcomes 
are intervening relationships not possible.
In regards to moderator effects, all constructs 
including the independent variable, moderator variable, and 
cross-product term are entered into a focal eguation, with 
the cross-product term entered last (Stone and Hollenbeck 
1989). For a moderator term to be significant, it must add 
to the explanatory power of the overall equation. In other 
words, after both independent and moderator variables are in 
the equation, the cross-product must produce a significant 
change in the amount of variance explained. It also is 
preferable that a moderator variable not be related to the 
dependent measure(s).
The current study finds that work relationships and 
job/home conflict, proposed as moderators, are related to 
many of the criterion measures. (Table 2 and 3) This 
indicates it may be difficult to interpret the relationships
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between moderating terms and dependent measures. Correlated 
variables make moderating influences less satisfactory as 
explanations since it is difficult to separate the 
importance of a moderator variable from the cross-product 
term.
HYPOTHESES TESTING
Hypothesized relationships can be viewed in Figures 1 
and 2 (Chapter 1) and are explicitly stated in the 
hypotheses section (Chapter 2). Mediator results for each 
hypothesized relationship will be presented first. Their 
presentation will be followed by an examination of proposed 
moderator effects.
MEDIATED RELATIONSHIPS
Performance
Role conflict is hypothesized to influence 
performance in a negative direction. Hypotheses la and lb 
propose that this relationship is mediated by job/home 
conflict levels and by the quality of a person's work 
relationships. This hypothesized relationship is projected 
to hold for all three measures of performance used in this 
study.
Hla: The relationship between role conflict and
performance will be mediated by work
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relationship levels. Mediation will result in 
the relationship between role conflict and 
performance being reduced.
Hlb: The relationship between role conflict and
performance will be mediated by job/home 
conflict levels. Mediation will result in the 
relationship between role conflict and 
performance being reduced.
Results for performance findings can be viewed in 
Tables 8 - 10. Results indicate that in this study, role 
conflict is not related to any of the three performance 
measures (p > .05). Since role conflict is not 
significantly related to performance, a mediated hypothesis 
is impossible.
Neither role conflict nor work relationships are 
significant predictors of any of the performance measures. 
Job/home conflict, however, is negatively related to the 
customer assessment of sales performance (p < .01). The 
amount of variance explained by job/home conflict is 
approximately fifteen percent. This predictive ability is 
comparable with other salesforce performance studies (e.g. 
Dubinsky and Hartley 198 6).
The other two types of performance ratings used in 
this study are supervisor ratings and quota attainment. 
Neither role conflict nor the mediating constructs predict 
either of these measures. Therefore, a mediated 
relationship is not a reasonable explanation of either 
supervisory rated or quota attainment performance measures.
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From these results, one finds no support for Hypotheses la 
or lb.
Examining role ambiguity as a predictor of 
performance, generates results similar to those obtained 
using role conflict.
H2a: The relationship between role ambiguity and
all three performance measures will be 
mediated by work relationships. This will 
result in a reduced relationship between role 
ambiguity and performance.
H2b: The relationship between role ambiguity and
performance will be mediated by job/home 
conflict. This will result in a reduced 
relationship between role ambiguity and 
performance.
Role ambiguity is hypothesized to influence performance 
negatively. None of the three measures of performance are 
predicted by role ambiguity (p > .05).
Job/home conflict again predicted customer 
evaluations of performance (p < .01). The relationship 
between customer ratings of a salesperson and both work 
relationships and role ambiguity are non-significant. In 
the case of supervisory and quota based performance 
measures, none of the factors (neither proposed mediators 
nor independent variable) are significant predictors.
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TABLE 8
REGRESSION ANALYSES PREDICTING PERFORMANCE 
CUSTOMER RATING
Before After Mediating Variable
Constructs Mediators WRI J/H Conflict Both
Independent variable
Role Ambiguity -.14 -.09 -.03 -.02
Mediating Variable
Work Relationship 
Index .13 .02
Job/Home Conflict — . 37b — . 37b
R2 .01 
df 60
.03
59
. 15b 
59
. 15c 
58
Before
Constructs Mediators
After Mediating Variable 
WRI J/H Conflict Both
Independent Variable
Role Conflict -.07 -.02 .04 .05
Mediating Variable
Work Relationship 
Index .16 .04
Job/Home Conflict -. 39° -. 38a
R2 .01 
df 60
.03
59
• 15b 
59
.15a
58
“ significant relationship at 
Significant relationship at
(p < .01) 
(p < .05)
level.
level.
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TABLE 9
REGRESSION ANALYSES PREDICTING PERFORMANCE 
(SUPERVISORY EVALUATION)
Before After Mediating Variable
Constructs Mediators WRI J/H Conflict Both
Independent Variable
Role Ambiguity -.08 -.03 -.05 -.02
Mediating Variable
Work Relationship 
Index .12 .09
Job/Home Conflict -.12 -.09
R2 .01 .02 .02 .03
df 60 59 59 58
Before
Constructs Mediators
After Mediating Variable 
WRI J/H Conflict Both
Independent variable
Role Conflict .05 .11 .09 .13
Mediating Variable
Work Relationship 
Index .17 .13
Job/Home Conflict -.16 -.11
R2 .01 .03 .03 .04
df 60 59 59 58
8 Significant relationship at (p < .05) level.
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TABLE 10
REGRESSION ANALYSES PREDICTING PERFORMANCE 
(PERCENTAGE OF QUOTA ATTAINED)
Before After Mediating Variable
Constructs Mediators WRI J/H Conflict Both
Independent Variable
Role Ambiguity -.06 -.10 -.08 -.10
Mediating Variable
Work Relationship 
Index -.09 .02
Job/Home Conflict .05 -.08
R2
df
.01
60
.01
59
.01
59
.01
58
Constructs
Before
Mediators
After Mediating Variable 
WRI J/H Conflict Both
Independent Variable
Role Conflict -.05 -.08 -06 -.08
Mediating Variable
Work Relationship 
Index -.08 -.07
Job/Home Conflict .04 .02
R2
df
.01
60
.01
59
.01
59
.01
58
a Significant relationship at (p < .05) level.
1 5 2
These findings lead to a rejection of Hypotheses 2a and 
2b. Only one factor considered by this study, job/home 
conflict, is a significant predictor of performance.
Without a significant link between role ambiguity and the 
performance measures, a mediating hypothesis cannot be 
supported. The non-significant link between role variables 
and performance is unexpected in light of past research 
(i.e. Bagozzi 1978; Behrman and Perreault 1984; Churchill, 
Ford, Hartley, and Walker 1985). These results indicate 
that performance may be difficult to predict.
Job Satisfaction
While relationships between the hypothesized predictors 
and performance measures are generally quite weak, job 
satisfaction presents a very different situation. Role 
conflict is significantly related to job satisfaction (p <
.001). The hypotheses regarding mediating relationships of 
this relationship are:
H3a: Job/home conflict will mediate the role conflict—  
job satisfaction relationship. This will result 
in the covariance between role conflict and job 
satisfaction being reduced.
H3b: Work relationships will mediate the role conflict- 
-job satisfaction relationship. This will result 
in the covariance between role conflict and job 
satisfaction being reduced.
Introducing mediating variable(s) does have an 
influence on the focal relationship. When work 
relationships enters the equation, role conflict becomes
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non-significant ( p > .05). Furthermore, inclusion of work 
relationships into the study results in a R2 increase from 
fifteen percent of the variance explained to approximately 
thirty-seven percent. These results are presented in Table 
11. While work relationships provide a strong
mediating influence upon role conflict, job/home conflict 
does not. It is not a significant predictor of job 
satisfaction when used in conjunction with role conflict (p 
> .05).
These results provide support for Hypothesis 3b.
Greater support from work relationships appears to reduce 
the negative effects of role conflict upon job satisfaction. 
The same is not true for job/home conflict. It adds little 
to the explanatory power achieved by role conflict alone and 
Hypothesis 3a should be rejected.
The second set of hypotheses deals with role ambiguity. 
Specifically, these state:
H4a: Job/home conflict will mediate the relationship 
between role ambiguity and job satisfaction.
Mediation will result in the association between 
role ambiguity and job satisfaction being reduced.
H4b: Work relationships will mediate the relationship 
between role ambiguity and job satisfaction.
Mediation will result in a reduction in the 
relationship between role ambiguity and job 
satisfaction.
Role ambiguity demonstrates a strong, negative 
correlation with job satisfaction (p < .001), accounting for 
twenty-three percent of the variance in that measure. While
1 5 4
the linkage between role conflict and job satisfaction is 
almost completely mediated by work relationships, role 
ambiguity is not influenced to such a great degree (see 
Table 11).
Work relationships is a significant predictor of job 
satisfaction (p < .001) but does not completely eliminate 
the significant role ambiguity— job satisfaction 
relationship. Including work relationships reduces role 
ambiguity's importance in the equation, but it remains a 
significant factor in explaining job satisfaction (p < .01). 
Using work relationships and role ambiguity together, 
results in a R of forty percent. Thus, Hypothesis 4b is 
supported. Job/home conflict, is again, not a significant 
predictor of job satisfaction and does not mediate the role 
ambiguity— job satisfaction relationship, thus Hypothesis 4a 
is rejected. When both role ambiguity and work 
relationships are entered simultaneously, the addition of 
job/home conflict does not significantly add to the amount 
of variance explained.
155
TABLE 11
RESULTS OF REGRESSION ANALYSES PREDICTING SATISFACTION
Before After Mediating Variable
Constructs Mediators WRI J/H Conflict Both
Independent Variable
Role Ambiguity -. 48° -.30b l • a -. 30b
Mediating Variable
Work Relationship a a
Index .45 .45
Job/Home Conflict -.13 -.01
R2 .23® .40® .25a .40a
df 60 59 59 58
Before After Mediating Variable
Constructs Mediators WRI J/H Conflict Both
Independent Variable
Role Conflict -. 39b -.21 -. 34b -.21
Mediating Variable
Work Relationship
Index .50a . 49a
Job/Home Conflict -.16 -.02
R2 .15b .37° .18b . 37a
df 60 59 59 58
£ Significant relationship at (p < .001) level.
Significant relationship at (p < .01) level.
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To summarize these findings, one recognizes the 
mediating influence of work based relationships on the role 
stress —  job satisfaction relationship. Findings also 
indicate that work relationships not only intervene in that 
linkage but add to the explanatory power of the equation. 
Results also indicate that, for the current study, job/home 
conflict adds little to our understanding of how role stress 
influences a salesperson's job satisfaction. These findings 
are not entirely consistent with other studies, many of 
which report a direct link between role variables and 
satisfaction (Bagozzi 1978; Donnelly and Ivancevich 1975; 
Dubinsky and Hartley 1986). However, these results do agree 
with other research demonstrating the mediating influence of 
work related social support (i.e. Billings and Moos 1982; 
Kirmeyer and Dougherty 1988).
Burnout
Role conflict is hypothesized as being positively 
related to feelings of burnout among salespeople. The study 
hypotheses relating to the role conflict— burnout 
relationship are:
H5a: The relationship between role conflict and burnout 
will be mediated by job/home conflict. Mediation 
will result in the strength of the relationship 
between role conflict and the three burnout 
measures being reduced.
1 5 7
H5b: The relationship between role conflict and burnout 
will be mediated by work-related relationships. 
Mediation will result in the strength of the 
relationship between role conflict and the burnout 
measures being reduced.
Results indicate role conflict is a predictor of emotional
exhaustion and depersonalization (p < .001), but not
personal accomplishment (p > .05). Results demonstrate that
a mediating explanation (Hypotheses 5a and 5b) is only
partially supported. Findings from these tests are
contained in Tables 12, 13, and 14.
Both job/home conflict and work relationships are
significantly related to emotional exhaustion (p < .001).
Work relationships partially mediate role conflict's
influence upon emotional exhaustion (Table 12). The same
can be said for job/home conflict. Using work relationships
and role conflict together results in a R2 of thirty-one
percent. Using job/home conflict as a mediator raises the
amount of variance explained to thirty-nine percent. If all
three constructs are entered, they are all significant
(p < .05) and explain forty-four percent of the variance in
emotional exhaustion. Job/home conflict is, however, the
strongest predictor.
Depersonalization also is predicted by role conflict
(See Table 13). Unlike emotional exhaustion, however,
neither j o b /home conflict, nor work relationships are
significant mediators of the role conflict —
depersonalization relationship. Therefore, for this
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variable, a mediating hypothesis is not supported.
Personal accomplishment is not predicted by role 
conflict (p > .05). Used alone as mediators, neither work 
relationships nor job/home conflict are significantly 
related to that construct (p > .05). However, an equation 
with role conflict, work relationships, and job/home 
conflict does predict personal accomplishment (p < .05) with 
both role conflict and job/home conflict acting as 
predictors. Together these three variables account for 
thirteen percent of the variance in personal accomplishment. 
These results are presented in Table 14.
For both mediators, results indicate partial mediating 
influences reducing, but not entirely eliminating, role 
conflict as a significant predictor of emotional exhaustion. 
Thus, Hypotheses 5a and 5b are partially supported.
However, mediation is not supported for depersonalization, 
where role conflict alone is a significant predictor or for 
personal accomplishment.
Hypotheses 6a and 6b examine the mediation of the role 
ambiguity —  burnout relationship. Hypotheses for the 
relationship between role ambiguity, the mediating 
variables, and burnout constructs are basically the same as 
those used with role conflict:
H6a: The relationship between role ambiguity, emotional 
exhaustion, depersonalization, and personal 
accomplishment will be mediated by work related 
relationships. This will result in a reduction in 
the strength of the association between role 
ambiguity and all three burnout measures.
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H6b: The relationship between role ambiguity, emotional 
exhaustion, depersonalization, and personal 
accomplishment will be mediated by job/home 
conflict. This will result in a reduction in the 
strength of association between role ambiguity and 
all three burnout measures.
Results from these tests (Tables 12, 13, and 14) reveal 
several differences when role ambiguity is compared to role 
conflict. First, role ambiguity is not as strongly 
predictive of emotional exhaustion (p < .05). Second, the 
inclusion of either intervening variable has a strong effect 
upon the role ambiguity —  emotional exhaustion linkage, 
reducing it to non-significance (p > .05). Role ambiguity 
used alone as a predictor accounts for only eight percent of 
the variance in emotional exhaustion. The inclusion of work 
relationships increases the R2 to twenty-three percent.
Using job/home conflict as a mediating construct also 
produces superior results compared to using only role 
ambiguity. The level of variance in explained increases 
from eight percent to thirty-two percent with job/home 
conflict as a mediator. This step also reduces role 
ambiguity to a non-significant level. Entering all three 
constructs together explains thirty-nine percent of the 
variance in emotional exhaustion scores. Both mediating 
variables, work relationships (p < .01) and job/home 
conflict (p < .001) are significant, while role ambiguity is 
not, thus providing some support for Hypotheses 6a and 6b.
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TABLE 12
REGRESSION ANALYSES PREDICTING EMOTIONAL EXHAUSTION
Before After Mediating Variable
Constructs Mediators WRI J/H Conflict Both
Independent Variable
Role Ambiguity . 28° .11 .13 .03
Mediating Variable
Work Relationship 
Index -.43s -. 30b
Job/Home Conflict . 51a .43®
R2
df
.08C
60
• 23b 
59
. 32a 
59
.39®
58
Constructs
Before
Mediators
After Mediating Variable 
WRI J/H Conflict Both
Independent Variable
Role Conflict . 44® .31b . 31b .24°
Mediating Variable
Work Relationship 
Index -. 36b -. 23C
Job/Home Conflict . 46° .39®
R2
df
fl---- =-i-- r-=r--- :----r-
•
0> 
M
 
O 
O
 a .31°
59
.39®
59
.44®
58
Significant relationships at (p < .001) level.
Significant relationships at (p < .01) level.
Significant relationships at (p < .05) level.
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TABLE 13
REGRESSION ANALYSES PREDICTING DEPERSONALIZATION
Before After Mediating Variable
Constructs Mediators WRI J/H Conflict Both
Independent Variable
Role Ambiguity . 32b .22 .27° .20
Mediating Variable
Work Relationship 
Index -.26° -.22
Job/Home Conflict .19 .13
R2
df
.iob
60
.16b
59
.14b
59
. 17b 
58
Constructs
Before
Mediators
After Mediating Variable 
WRI J/H Conflict Both
Independent Variable
Role Conflict .46® . 38b .42® . 37b
Mediating Variable
Work Relationship 
Index -.20 -.17
Job/Home Conflict .14 .09
R2
df
.21®
60
.25®
59
.23®
59
.26®
58
Significant relationship at (p < .001) level.
Significant relationship at (p < .01) level.
Significant relationship at (p < .05) level.
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TABLE 14
REGRESSION ANALYSES PREDICTING PERSONAL ACCOMPLISHMENT
Before After Mediating Variable
Constructs Mediators WRI J/H Conflict Both
Independent Variable
Role Ambiguity -.33° -.31b . 39a -. 36°
Mediating Variable
Work Relationship 
Index .04 .13
Job/Home Conflict . 25b . 28b
R2
df
.II8
60
.llb
59
. 16a 
59
. 18a 
58
Constructs
Before
Mediators
After Mediatina Variable 
WRI J/H Conflict Both
Independent Variable
Role Conflict -.24 -.21 -. 30b -. 26b
Mediating Variable
Work Relationship 
Index .08 .17
Job/Home Conflict .22 . 27b
R2
df
.06
60
.06
• 59
.11
59
. 13b 
58
Significant relationship at (p < .01) level.
Significant relationship at (p < .05) level.
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For depersonalization, results are similar. The 
inclusion of either or both mediating variables reduces the 
role ambiguity —  depersonalization relationship to non­
significance. Using work relationships as a mediator 
results in a significant relationship between that construct 
and depersonalization (p < .05) and explains sixteen percent 
of the variance in depersonalization. Including both 
intervening variables reduces all three to non-significance. 
Therefore, for depersonalization, Hypothesis 6a is supported 
but Hypothesis 6b is not supported.
Role ambiguity is a predictor of personal 
accomplishment (p < .01), accounting for eleven percent of 
the variance. Higher levels of role ambiguity lead to fewer 
feelings of personal accomplishment. On the other hand, 
work relationships are not related to that construct. 
Job/home conflict is a negatively related predictor of 
personal accomplishment. However, it does not mediate the 
relationship between role ambiguity and personal 
accomplishment, but it does add to the explanatory power 
with R increasing to sixteen percent. For personal 
accomplishment Hypothesis 6a and 6b are not supported.
Overall, these results indicate that Hypotheses 6a and 
6b receive partial support and should not be completely 
rejected. Both job/home conflict and work relationships 
mediate the direct linkage between role ambiguity and 
emotional exhaustion, rendering that relationship non-
164
significant. They are mediators when used alone or 
together. For depersonalization, work relationships acts as 
a mediator, but not job/home conflict. In the case of 
personal accomplishment, both role ambiguity and job/home 
conflict are significant predictors but there is not a 
strong mediating effect. Therefore, the evidence indicates 
that a mediated relationship exists for the role ambiguity - 
- emotional exhaustion relationship with both job/home 
conflict and work relationships acting as mediators.
However, the same is not completely true for either 
depersonalization or personal accomplishment where the 
mediating effect is less pronounced.
Propensity to Leave
Hypotheses 7a and 7b deal with the relationship between 
role conflict, the mediating variables, and a salesperson's 
propensity to leave their position. Specifically, the 
hypotheses state:
H7a: The positive relationship between propensity to 
leave and role conflict will be mediated by 
job/home conflict. This will result in a 
reduction in the strength of the relationship 
between role conflict and propensity to leave.
H7b: The positive relationship between propensity to 
leave and role conflict will be mediated by work 
relationships. This will result in a reduction in 
the strength of the relationship between role 
conflict and propensity to leave.
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Propositions relating to influences of the mediating 
variables upon role amiguity state:
H8a: The positive relationship between role ambiguity 
and propensity to leave will be mediated by 
job/home conflict. Mediation will result in a 
reduction in the strength of the relationship 
between role ambiguity and propensity to leave.
H8b: The positive relationship between role ambiguity 
and propensity to leave will be mediated by work 
relationships. Mediation will result in a 
reduction in the strength of the relationship 
between role ambiguity and propensity to leave.
Findings concerning the mediating influences proposed 
in Hypotheses 7a and 7b are summarized in Table 15. Role 
conflict is significantly related to propensity to leave (p 
< .01) in the hypothesized positive direction. The 
intention of an employee to quit also is predicted by work 
relationships (p < .001) and is negatively related to the 
quality of those relationships. Using role conflict as a 
single predictor of propensity to leave explains thirteen 
percent of the variance in that measure. By including work 
relationships, variance explained reaches thirty-two percent 
although role conflict is no longer a significant predictor. 
This finding supports Hypothesis 7b.
Job/home conflict also reduces the strength of the role 
conflict —  propensity to leave relationship. Role conflict 
and job/home conflict together account for eighteen percent 
of the variance in quitting intentions. Job/home conflict 
is significantly related to quitting intentions (p < .05). 
When role conflict and job/home conflict are entered
166
together, both are significant predictors of turnover 
intentions (p < .05). Thus Hypothesis 7a also is supported. 
When all three constructs are used together, neither 
job/home conflict nor role conflict is significantly related 
to quitting intention. Overall, these findings support the 
mediating hypotheses regarding role conflict.
Hypotheses relating to the role ambiguity —  propensity 
to leave relationship are not as strongly supported.
Role ambiguity, like role conflict, is a significant 
predictor of propensity to leave (p < .05). Work 
relationships or job/home conflict entered individually as 
mediators of role ambiguity are both significant predictors 
of propensity to leave (p < .001, p < .01, respectively). 
When all three constructs are entered together, however, 
only work relationships is a significant predictor of 
propensity to leave (p < .001). The amount of variance 
explained exceeds thirty-one percent.
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TABLE 15
REGRESSION ANALYSES PREDICTING PROPENSITY TO LEAVE
Before After Mediating Variable
Constructs Mediators WRI J/H Conflict Both
Independent Variable
Role Ambiguity .28° .08 .20 .05
Mediating Variable
Work Relationship 
Index -. 49a -.44a
Job/Home Conflict .27° .14
R2
df
.08°
60
.38°
59
. 14b 
59
.40a
58
Constructs
Before
Mediators
After Mediating Variable 
WRI J/H Conflict Both
Independent Variable
Role Conflict .36b .20 .29° .18
Mediating Variable
Work Relationship 
Index -. 45a -.42a
Job/Home Conflict .24° .12
R2
df
a----- -— —-----------
.13b
60
.31°
59
.18b
59
.32°
58
* p < .001
p < .01
c p < .05
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These findings indicate that Hypotheses 8a and 8b 
should not be rejected. Both job/home conflict and work 
relationships represent significant mediators of the role 
stress —  propensity to leave relationship. Work 
relationships eliminates role ambiguity as a predictor and 
increases prediction levels by about thirty percent in R2. 
Job/home conflict as a mediator renders the role 
ambiguity —  turnover intentions relationship non­
significant and increases R2 to fourteen percent. When both 
mediators are entered in conjunction with role ambiguity, 
only work relationships is significant, and the equation 
explains forty percent of the variance.
This represents the final mediating analysis to be 
reported. Support was found for a number of the hypotheses 
proposing mediating effects. The next section will address 
results obtained from testing hypothesized moderating 
influences.
MODERATED RELATIONSHIPS
Results from moderating hypotheses are not as strong as 
those found for mediating explanations of the relationships. 
In only a few cases did the inclusion of cross-product terms 
in a prediction equation result in a significant increase in 
the amount of variance explained. Moderating influences
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upon performance, job satisfaction, burnout, and propensity 
to leave are examined in this section.
Performance
The influence of job/home conflict and work 
relationships when combined with role conflict and ambiguity 
in cross-product terms is examined through the following 
hypotheses:
Hlc: The cross-product term of role conflict and a
proposed moderator, work based relationships, will 
be a significant predictor of the three 
performance measures.
Hid: The cross-product term of role conflict and a proposed 
moderator, job/home conflict, will be a 
significant predictor of the three performance 
measures.
Also considered are the following hypotheses relating to 
role ambiguity:
H2c: The cross-product term of role ambiguity and a
proposed moderator, work based relationships, will 
be a significant predictor of performance.
H2d: The cross-product term of role ambiguity and the 
proposed moderator, job/home conflict, will be a 
significant predictor of performance.
Tables 16-18 present the results pertaining to Hypotheses
lc, Id, 2c and 2d. Results show that both supervisor and
customer evaluations of performance are not predicted by any
of the moderating terms (p > .05). This leads to a
rejection of both job/home conflict and work relationships
as moderators of the role perceptions —  performance linkage
for customer performance ratings and supervisor evaluations.
The percent of quota obtained by a salesperson can be 
predicted by a cross product term. Twelve percent of the 
variance in percent of quota obtained can be accounted for 
by an equation containing role conflict, job/home conflict, 
and the cross-product term of those two variables. This 
cross product term demonstrates that greater levels of 
job/home conflict combined with increased role conflict 
reduces the ability of a salesperson to obtain his/her 
quota. All three of these constructs are significant 
predictors of quota attainment (p < .05).
These results indicate this study's ability to predict 
performance using moderating relationships is not strong. 
Only one equation is significant overall and has significant 
individual predictors (p < .05). That equation, which 
includes role conflict, job/home conflict, and their cross- 
product term, explains only twelve percent of the variance 
in quota attainment.
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TABLE 16
MODERATOR RESULTS FOR JOB PERFORMANCE
Customer Evaluation
Independent 
Variable Added
Cumulative Change in 
R
Change
F
in
df
Role
Conflict .005 .005 .32 1,60
WRI .03 .025 1.38 2,59
WRI*
Role Conflict .04 .01 .55 3,58
OveralJ. F .75
.04
Role
Conflict 
Job/Home 
Conflict 
Job/Home * 
Role Conflict
.005
.15
.15
.005
.143
.000
.32
9.85a
.01
1,60
2,59
3,58
Overa1^ F 3.35b
.15
Role Amb. .02 .02 1.22 1,60
WRI
WRI*Role 
Ambiguity 
Overall F 
R
.03
.09
1.98
.09
.01
.06
.87
3.75
2,59
3,58
Role Amb. .02 .02 1.22 1,60
Job/Home
Conflict .15 .13 8.77a 2,59
Job/Home *
Role Ambiguity .15 .00 0.01 3,58
OveralJ. 7 3.33b
.15
significant at (p < .01) level.
significant at (p < .05) level.
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TABLE 17
MODERATOR RESULTS FOR JOB PERFORMANCE
Supervisor Evaluation
Independent Cumulative Change in
Variable Added R R F df
Role
Conflict .01 .01 .14 1,60
WRI .03 .025 1.57 2,59
WRI*
Role Conflict .04 .015 .92 3, 58
Over a 1^ . F 0.87
.04
Role 
Conflict 
Job/Home 
Conflict 
Job/Home * 
Role Conflict
.01
.03
.03
.01
.02
.00
.14
1.37
.19
1,60
2,59
3,58
OveralJ. F .57
.03
Role Amb. .01 .01 .40 1,60
WRI
WRI*Role
Ambiguity
.02
.03
.01
.01
.71
.43
2,59
3,58
OveralJ F .51
.03
Role Amb. 
Job/Home 
Conflict 
Job/Home *
Role Ambiguity 
Overall F 
R
.01
.02
.02
.30
.02
.01
.01
.00
.40
.74
.04
1,60
2,59
3,58
significant at (p < .05) level.
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TABLE 18
MODERATOR RESULTS FOR JOB PERFORMANCE
Quota Attainment
Independent 
Variable Added
Cumulative Change
R
in
F df
Role
Conflict .002 .002 .15 1,60
WRI .007 .005 .30 2,59
WRI*
Role Conflict .03 .02 1.29 3,58
OveralJ. F .58
.03
Role 
Conflict 
Job/Home 
Conflict 
Job/Home * 
Role Conflict
.002
.004
.12
.002
.002
.12a
.15
.11
7.92a
1,60
2,59
3,58
OveralJ. F 2.73b
.12
Role Amb. .003 .003 .20 1,60
WRI .009 .006 .38 2,59
WRI*Role
Ambiguity .04 .03 1.59 3,58
Overall
R
.73
.04
Role Amb. .003 .003 .20 1,60
Job/Home 
Conflict 
Job/Home *
Role Ambiguity 
OveralJ. F 
R
.005
.01
.20
.01
.002
.005
.12
.29
2,59
3,58
significant at (p < .01) level,
significant at (p < .05) level.
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Job Satisfaction
Moderating hypotheses concerning job satisfaction are
basically the same as those for performance:
H3c: The moderator term composed of role conflict and
work relationships will be a significant predictor 
of job satisfaction.
H3d: The moderator term composed of role conflict and 
job/home conflict will be a significant predictor 
of job satisfaction.
Also, similar relationships are hypothesized for role
ambiguity:
H4c: The moderator term composed of role ambiguity and 
work relationships will be a significant predictor 
of job satisfaction.
H4d: The moderator term composed of role ambiguity and 
job/home conflict will be a significant predictor 
of job satisfaction.
One of the four results indicates a significant 
moderating influence. Findings (See Table 19) demonstrate 
that only one of the four cross-product terms results in a 
significant change in variance explained for the equation. 
Thirty-five percent of the variance in job satisfaction can 
be explained by an equation containing role ambiguity, 
job/home conflict, and their cross-product term. Results 
indicate that while both role ambiguity (p < .05) and 
job/home conflict (p < .05) are significant predictors of 
job satisfaction, their cross-product term (p < .01) adds 
over five percent to the equation's explanatory power.
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TABLE 19
MODERATOR RESULTS FOR JOB SATISFACTION
Independent Cumulative Change in
Variable Added R R F df
Role
Conflict .15 .15 10.78b 1,60
Work Relationships .37 .22 20.29a 2,59
WRI * Role Conflict 
overall F 
R
.37 .00 .12 3,58
11.38®
.37
Role Conflict .15 .15 10.78b 1,60
Job/Home Conflict .18 .03 1.73 2,59
Job/Home * 
Role Conflict 
OveralJ F
.22 .04 3.58 3,58
5.60
.22
Role Ambiguity .23 .23 18.42® 1,60
Work Relationships .40 .17 16.70a 2,59
WRI * Role Ambiguity 
Overaljj. F
.40 .00 .05 3,58
13.11®
.40
Role Ambiguity .23 .23 18.42a 1,60
Job/Home Conflict .25 .02 1.19 2,59
Job/Home *
Role Ambiguity 
Overall F 
R
.35 .10 8.58b 3,58
10.26®
.35
significant at (p < .001) level, 
significant at (p < .01) level.
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From these results it appears that higher levels of 
ambiguity and job/home conflict combine to exert greater 
influence upon job satisfaction than when examined 
separately. Thus, while Hypothesis 4d is supported, 
Hypotheses 3c, 3d, and 4c should be rejected. Neither test 
concerning role conflict supports a moderating hypothesis, 
and only the test involving the role ambiguity and job/home 
conflict cross-product term can be interpreted as a 
moderating relationship.
Burnout
Hypotheses 5c, 5d, 6c, and 6d examine the possibility 
of moderating terms influencing burnout. Specifically, 
study hypotheses indicate that:
H5c: The cross-product term of role conflict and a
proposed moderator, work based relationships, will 
be a significant predictor of the burnout measure.
H5d: The cross-product term of role conflict and a proposed 
moderator, job/home conflict, will be a 
significant predictor of the burnout measure.
H6c: The cross-product term of role ambiguity and a 
moderator, work based relationships, will be a 
significant predictor of all burnout measures.
H6d: The cross-product term of role ambiguity and a 
moderator, job/home conflict, will be a 
significant predictor of all burnout measures.
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Results from testing these hypotheses are found in Tables 
20-22. These findings demonstrate that for the three types 
of burnout, only one of twelve equations is significant.
For both emotional exhaustion and depersonalization, 
role conflict based hypotheses explain over twenty-five 
percent of the variance. Hypotheses 5c and 5d are rejected 
even though the overall equations for both emotional 
exhaustion and depersonalization are significant because 
none of the individual constructs or cross-product terms are 
significant (p >.05). For personal accomplishment, none of 
the equations is significant and amounts of variance 
explained do not exceed eleven percent.
Hypothesis 6c, concerning potential moderating 
influences of work relationships upon the role ambiguity —  
burnout relationship also should be rejected. However, 
Hypothesis 6d receives partial support. Depersonalization 
is the only burnout construct affected by moderator terms. 
Fifteen percent of the variance in depersonalization can be 
predicted by role ambiguity, job/home conflict, and their 
cross-product term (p < .05). Each of these predictor 
variables is a significant predictor of depersonalization 
with the cross-product term increasing the amount of 
variance explained by almost ten percent.
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TABLE 20
MODERATOR RESULTS FOR EMPLOYEE BURNOUT
Emotional Exhaustion
Independent 
Variable Added
Cumulative Change in
F df
Role
14.58®Conflict
Work
.19 .19 1,60
Relationships .31 .12 9.62b 2,59
WRI * Role Con 
OveralJ. 7
Role
.31
8.88a
.31
.01 .54 3,58
Conflict
Job/Home
.19 .19 14.58® 1,60
Conflict 
Job/Home *
.39 .20 18.98® 2,59
Role Conflict 
OveralJ. 7
Role
.40 
12.62° 
.40
.01 .35 2,58
Ambiguity
Work
.08 .08 5.22c 1,60
Relationships 
WRI *
.23 .15 11.63® 2,59
Role Ambig. 
OveralJ. 7
Role
.24
6.16®
.24
.01 .08 3,58
Ambiguity .08 .08 5.22c 1,60
Job/Home Con. 
Job/Home *
.32 .24 20.77® 2,58
Role Ambiguity 
Overall 7
.35
10.36®
.03 2.63 3,58
R2 .35
significant at (p < .001) level,
significant at (p < .01) level.
c significant at (p < .05) level.
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TABLE 21
MODERATOR RESULTS FOR EMPLOYEE BURNOUT
Personal Accomplishment
Independent 
Variable Added
Cumulative Change in
F df
Role
Conflict
Work
.06 .06 3.64 1,60
Relationships .06 .00 .28 2,59
WRI * Role Con 
Overall F 
R
.07
1.38
.07
.005 .31 3,58
Role
Conflict
Job/Home
.06 .06 3.64 1,60
Conflict 
Job/Home *
.11 .05 3.34 2,59
Role Conflict 
OveralJ. F
.11
2.34
.11
.00 .04 3,58
Role
Ambiguity
Work
.08 .08 5.24 1,60
Relationships 
WRI *
.08 .00 .07 2,59
Role Ambig. 
Overall F 
R
.09
1.95
.09
.01 .65 3,58
Role
Ambiguity .08 .08 5.24 1,60
Job/Home Con. .14 .06 3.98b 2,59
Job/Home *
Role Ambiguity 
Overall F
.16 
3.67*
.02 1.45 3,58
R2 .16
significant at (p < .01) level.
significant at (p < .05) level.
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TABLE 22
MODERATOR RESULTS FOR EMPLOYEE BURNOUT
Depersonalization
Independent Cumulative 
Variable Added R
Change in 
R F df
Role
Conflict
Work
.20 .20 15.44® 1,60
Relationships .23 .03 2.07 2,59
WRI * Role Con 
OveralJ. F
Role
.24
6.05
.24
.01 .50 3,58
Conflict
Job/Home
.20 .20 15.44® 1,60
Conflict 
Job/Home *
.22 .02 1.05 2,59
Role Conflict 
Overall F 
R
Role
.24 
6.15® 
.24
.24 1.74 3,58
Ambiguity
Work
.06 .06 3.97° 1, 60
Relationships 
WRI *
.12 .06 3.60 2,59
Role Ambig. 
OveralJ. F
Role
.12
2.55
.12
.00 .04 3,58
Ambiguity .06 .06 3.97c 1,60
Job/Home Con. 
Job/Home *
.09 .03 2.05 2,59
Role Ambiguity 
overall F 
R2
.15
3.53c
.15
.06 4.19° 3,58
® significant at 
significant at 
c significant at
(P < •
(p < . 
(p < .
001) level. 
01) level. 
05) level.
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These results demonstrate that role ambiguity is more 
likely to interact with the moderator variables in 
predicting burnout than is role conflict. However, neither 
role variable allows a strong case to be made for accepting 
a moderating explanation of the role perceptions —  burnout 
relationships. Once again, the mediating hypothesis appears 
to offer a superior explanation.
Propensity to Leave
The propensity of a salesperson to leave his/her
position is the final construct examined by this study.
Table 19 contains results from these tests. Hypotheses that
specifically address quitting intentions are:
H7c: The cross-product term of role conflict and work 
relationships will be a significant predictor of 
propensity to leave.
H7d: The cross-product term of role conflict and job/home 
conflict will be a significant predictor of 
propensity to leave.
H8c: The cross-product term of role ambiguity and work 
relationships will be a significant predictor of 
propensity to leave.
H8d: The cross-product term of role ambiguity and job/home 
conflict will be a significant predictor of 
propensity to leave.
Hypothesis 7c and 7d are rejected. Although both 
overall equations relating to propensity to leave are 
significant (p < .01 and p < .05), none of the independent,
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moderator, or cross-product terms appears to be valid 
predictors (p > .05). Thus, neither work relationships nor 
job/home conflict act as moderators of the role conflict —  
propensity to leave relationship.
Role ambiguity reacts somewhat differently with 
Hypothesis 8d receiving partial support. Both overall 
equations are significant, but only job/home conflict 
operates as a moderator of the role ambiguity —  propensity 
to leave relationship. The cross-product term obtained from 
role ambiguity and job/home conflict predicts quitting 
intentions (p < .05) and increases R2 about seven percent. 
Overall, the equation containing this cross-product term, 
role ambiguity, and job/home conflict accounts for over 
twenty percent of the variance in propensity to leave. This 
finding indicates that job/home conflict and role ambiguity 
combine to result in greater quitting intentions than would 
occur from these variables acting alone.
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TABLE 23
MODERATOR RESULTS FOR PROPENSITY TO LEAVE
Independent Cumulative Change in
Variable Added R R F df
Role Conflict .13 .13 9.09b 1,60
Work Relationships .31 .18 15.24° 2,59
WRI * Role Conflict 
OveralJ F
.31
8.68s
.31
.00 .10 3,58
Role Conflict .13 .13 9.09b 1,60
Job/Home Conflict .18 .05 3.85° 2,59
Job/Home * 
Role Conflict 
OveralJ F *21 b 4.93
.21
.03 1.66 3,58
Role Ambiguity .08 .08 5.13° 1,60
Work Relationships .28 .20 16.4s 2,59
WRI * Role Ambiguity .28 
Overall F 8.32s 
R .28
.00 .01 3,59
Role Ambiguity .08 .08 5.13c 1,60
Job/Home Conflict .14 .06 4.44° 2,59
Job/Home *
Role Ambiguity 
OveralJ F *21 b5.16
.21
.07 3.98c 3,58
“ significant at 
significant at 
0 significant at
(P < 
(P < 
(P <
.001) level 
.01) level. 
.05) level.
•
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SUMMARY
Results from hypothesis testing associated with this 
study indicate a number of significant results. These 
findings add to what is currently understood about the 
manner in which role conflict and role ambiguity influence 
important work outcomes. Overall, results indicate job 
satisfaction, burnout, and propensity to leave are 
influenced by the independent variables and 
mediating/moderating constructs included in the current 
study. Findings for each major topic area will be presented 
in summary form with both tables and text.
Role Conflict and Ambiguity
Role conflict and role ambiguity have long been viewed 
as important variables in organizational settings. Results 
from the current study confirm that role constructs are 
highly correlated with a number of important work outcomes 
such as job satisfaction, burnout, and propensity to leave 
(See Table 24). However, this study, as well as some 
previous research into role conflict and ambiguity, suggests 
that relationships between role variables and various work 
outcomes may be mediated or moderated by other factors (i.e. 
Fisher and Gitelson 1983; Parasuraman et al. 1989).
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TABLE 24
CORRELATIONS OF ROLE CONSTRUCTS WITH OTHER VARIABLES
Role Conflict Role Ambiguity 
Work Relationships -.36b -.41a
Job/Home Conflict .28c . 29b
Supervisor Evaluation
(Performance) .05 -.08
Customer Evaluation
(Performance) -.07 -.14
Quota Attainment
(Performance) -.05 -.06
Job Satisfaction -.39° -.49a
Emotional
Exhaustion .44a .28c
Depersonalization .46a .32b
Personal
Accomplishment -.24 -.33
Propensity to Leave .35b .23
a Significant (p < .001).
Significant (p < .01). 
c Significant (p < .05).
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Results from this study support several of the proposed 
mediating hypotheses, with job/home conflict and/or work 
relationships reducing or eliminating some of the effects of 
role conflict and ambiguity upon job satisfaction, burnout, 
and propensity to leave. (See Tables 25, 26, 27, 28)
However, these same findings provide considerably less 
support for moderating relationships. Cross-product terms 
involving work relationships are not important factors in 
predicting any of the work outcomes. (See Tables 27, 28)
The same is generally true for work outcomes stemming from 
an interaction of role conflict and job/home conflict. (See 
Table 231) Job/home conflict appears to have an important
moderating effect upon the influences of role ambiguity 
relative to several of the dependent measures. (See Table 
32)
The role ambiguity —  job/home conflict cross-product 
term is a significant predictor of propensity to leave, 
depersonalization, and job satisfaction. Although the 
explanatory power of this moderating term is generally 
somewhat lower than the predictive ability associated with 
the mediating explanations, the cross-product term of role 
ambiguity and job/home conflict is a consistently 
significant predictor. It appears that the negative 
influences of these two constructs become more pronounced 
when they interact.
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TABLE 25
REGRESSION RESULTS SUMMARY OF WORK RELATIONSHIPS
AS A MEDIATOR OF ROLE CONFLICT OUTCOMES
Dependent Mediating Effect of Work Relationships 1
Measures Upon Role Conflict in Regression Analyses
Supervisory Rated 
Performance
Customer Rated 
Performance
Quota Attainment
Job Satisfaction
Emotional
Exhaustion
No Mediating Effect, Both Terms are 
are Non-Significant Predictors
No Mediating Effect, Both Terms are 
Non-Significant Predictors
No Mediating Effect, Both Terms are 
Non-Significant Predictors
2
Complete
Partial
Depersonalization
Personal
Accomplishment
Propensity to 
Leave
Work Relationships is not a 
Significant Predictor
No Mediating Effect, Both Terms are 
Non-Significant Predictors
Complete2
A significant mediating effect occurs when the 
predictive power of the role variable has been 
significantly reduced.
Complete mediation occurs when the predictive power of 
the role construct has been reduced to non­
significance.
Partial mediation occurs when the predictive power of
the role construct has been significantly reduced
but not completely eliminated.
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TABLE 26
REGRESSION RESULTS SUMMARY OF WORK RELATIONSHIPS
AS A MEDIATOR OF ROLE AMBIGUITY OUTCOMES
Dependent Mediating Effect of Work Relationships 1
Measures upon Role Ambiguity in Regression Analyses
Supervisory Rated 
Performance
No Mediating Effect, Both Terms 
Non-Significant Predictors
are
Customer Rated 
Performance
No Mediating Effect, Both Terms 
Non-Significant Predictors
are
Quota Attainment No Mediating Effect, Both Terms 
Non-Significant Predictors
are
Job Satisfaction Partial3
Emotional
Exhaustion
2
Complete
Depersonalization Complete
Personal
Accomplishment Work Relationships is a Non­
significant Predictor
Propensity to 
Leave Complete2
A significant mediating effect occurs when the 
predictive power of the role variable has been 
significantly reduced.
Complete mediation occurs when the predictive power of 
the role construct has been reduced to non­
significance.
Partial mediation occurs when the predictive power of
the role construct has been significantly reduced
but not completely eliminated.
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Work Relationships
An employee's work relationships were hypothesized to 
act as mediators/moderators of the role stress and work 
outcomes relationships. As mediators, they are related to a 
number of dependent measures included in this study.
Results from this study lead to the conclusion that work 
relationships provide partial or complete mediation of the 
relationships between both role constructs and job 
satisfaction, emotional exhaustion, and propensity to leave. 
(See Tables 25 and 26)
When used as a moderator, however, work relationships 
does not combine with either role construct to form 
significant predictors. Cross-product terms combining work 
relationships with role conflict or role ambiguity do not 
predictor any work outcome examined by this study.
Therefore, in the current study, the hypothesized moderating 
influences of work relationships are not supported. (See 
Tables 27, 28)
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TABLE 27
RESULTS SUMMARY OF WORK RELATIONSHIPS
AS A MODERATOR OF ROLE CONFLICT OUTCOMES
Dependent WRI X Moderating Effect
Role Conflict in Regression Analysis
Supervisory Rated 
Performance b= .18 n. s.
Customer Rated 
Performance b= -.36 n.s.
Quota Attainment b= .55 n. s.
Job Satisfaction b- -.14 n.s.
Emotional
Exhaustion b= .30 n.s.
Depersona1i z at ion b= .29 n.s.
Personal
Accomplishment b=
inOJtl n.s.
Propensity to 
Leave b= -.02 n.s.
A significant moderator effect is one where the 
overall equation is significant and the cross- 
product term causes a significant increase in the 
equation's R . The significance level in this 
column (the second column) refers to the entire 
equation. The first column refers only to the 
change in variance explained by the cross-product 
term.
Significant p < .001.
Significant p < .01.
Significant p < .05.
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TABLE 28
RESULT SUMMARY OF WORK RELATIONSHIPS
AS A MODERATOR OF ROLE AMBIGUITY OUTCOMES
Dependent WRI X Moderating Effect 1
Role Ambiguity in Regression Analysis
Supervisory Rated 
Performance b= -.40 n.s.
Customer Rated 
Performance b= -1.15 n.s.
Quota Attainment b= .74 n.s.
Job Satisfaction b= -.11 n.s.
Emotional
Exhaustion b= .49 n.s.
Depersonalization b= .18 n.s.
Personal
Accomplishment b= .25 n.s.
Propensity to 
Leave b= .43 n.s.
A significant moderator effect is one where the 
overall equation is significant and the cross- 
product term causes a significant increase in the 
equation's R . The significance level in this 
column (the second column) refers to the entire 
equation. The first column refers only to the 
change in variance explained by the cross-product 
term.
Significant p < .001.
Significant p < .01.
Significant p < .05.
1 9 2
Job/Home Conflict
Findings from the current study indicate that job/home 
conflict has both a mediating and moderating influence 
relative to both role conflict and role ambiguity. These 
results are in contrast to those for work relationships 
which only perform in an intervening role. This finding 
suggests that job/home conflict has a wider range of 
influence than work relationships.
As a mediator, job/home conflict intervenes in the 
relationships between both role constructs, emotional 
exhaustion, and quitting intentions (See Tables 29 and 30). 
Partial mediation of role conflict outcomes occurs in the 
case of emotional exhaustion and propensity to leave. With 
regard to role ambiguity, job/home conflict completely 
mediates that construct's influences upon emotional 
exhaustion and propensity to leave.
As a moderator, results involving job/home conflict are 
presented in Tables 31 and 32. The cross-product term 
produced by job/home conflict and role conflict is a 
significant predictor of the quota attainment performance 
measure. Job/home conflict serves as a moderator of role 
ambiguity. The cross-product of role ambiguity and job/home 
conflict is a better predictor of job satisfaction, burnout, 
and propensity to leave than those same two variables 
acting alone without an interaction term.
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TABLE 29
REGRESSION RESULTS SUMMARY OF JOB/HOME CONFLICT
AS A MEDIATOR OF ROLE CONFLICT OUTCOMES
Dependent Mediating Effect of Job/Home Conflict 1
Measures upon Role Conflict in Regression Analyses
Supervisory Rated
Performance No Mediating Effect, Both Terms are 
Non-Significant Predictors
Customer Rated
Performance Job/Home Conflict is a Significant 
Predictor
Quota Attainment No Mediating Effect, Both terms are 
Non-Significant Predictors
Job Satisfaction No Significant Mediation
Emotional
Exhaustion Partial
Depersona1i zation No Significant Mediation
Personal
Accomp1ishment No Significant Mediation
Propensity to
Leave Partial
A significant mediating effect occurs when the 
predictive power of the role variable has been 
significantly reduced.
Complete mediation occurs when the predictive power of 
the role construct has been reduced to non­
significance.
Partial mediation occurs when the predictive power of
the role construct has been significantly reduced
but not completely eliminated.
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TABLE 30
REGRESSION RESULTS SUMMARY OF JOB/HOME CONFLICT
AS A MEDIATOR OF ROLE AMBIGUITY OUTCOMES
Dependent Mediating Effect of Job/Home Conflict 1
Measures Upon Role Ambiguity in Regression Analyses
Supervisory Rated
Performance No Mediating Effect, Both Terms are 
Non-Significant Predictors
Customer Rated
Performance Job/Home Conflict is a Significant 
Predictor
Quota Attainment No Mediating Effect, Both Terms are 
Non-Significant Predictors
Job Satisfaction No Significant Mediation
Emotional
Exhaustion Complete
Depersonalization No Significant Mediation
Personal
Accomp1ishment No Significant Mediation
Propensity to
Leave Complete
A significant mediating effect occurs when the 
predictive power of the role variable has been 
significantly reduced.
Complete mediation occurs when the predictive power of 
the role construct has been reduced to non­
significance.
Partial mediation occurs when the predictive power of
the role construct has been significantly reduced
but not completely eliminated.
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TABLE 31
RESULTS SUMMARY OF JOB/HOME CONFLICT
AS A MODERATOR OF ROLE CONFLICT OUTCOMES
Dependent Job/Home X Moderating Effect 1
Role Conflict in Regression Analysis
Supervisory Rated 
Performance b= .32 n.s.
Customer Rated 
Performance b= .06 n.s.
Quota Attainment b= 1.87b significant0
Job Satisfaction b=-l.19 n.s.
Emotional
Exhaustion b= .33 n.s.
Depersona1i zation b= .79 n.s.
Personal
Accomplishment b= -.12 n.s.
Propensity to 
Leave b= .47 n.s.
A significant moderator effect is one where the 
overall equation is significant and the cross- 
product term causes a significant increase in the 
equation's R . The significance level in this 
column (the second column) refers to the entire 
equation. The first column refers only to the 
change in variance explained by the cross-product 
term.
Significant p < .001.
Significant p < .01.
Significant p < .05.
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TABLE 32
RESULTS SUMMARY OF JOB/HOME CONFLICT
AS A MODERATOR OF ROLE AMBIGUITY OUTCOMES
Dependent Job/Home X 
Role Conflict
Moderating Effect 1 
in Regression Analysis
Supervisory Rated 
Performance b= -.17
Customer Rated 
Performance b- -.05
Quota Attainment b= -.17
Job Satisfaction b=-2.14b
Emotional
Exhaustion b= l.18
Depersonalization b= 2.05b
Personal
Accomplishment b= .70
Propensity to
Leave b= .65°
n.s.
n.s.
n.s.
significant8
n.s.
significant
n.s.
significant
A significant moderator effect is one where the 
overall equation is significant and the cross- 
product term causes a significant increase in the 
equation's R . The significance level in this 
column (the second column) refers to the entire 
equation. The first column refers only to the 
change in variance explained by the cross-product 
term.
Significant p < .001.
Significant p < .01.
Significant p < .05.
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Results addressing hypothesized relationships, indicate 
that mediating explanations of the linkages between role 
variables, job/home conflict, work relationships, and work 
outcomes produce superior results. This is true even though 
some of the hypotheses concerning both moderated and 
mediated relationships are supported. Overall, however, 
mediated influences appear to be better explanations of the 
relationships than moderated linkages.
Findings from moderator analyses indicate that in only 
a few cases do hypothesized moderating influences 
significantly predict work outcomes of interest to this 
study. For performance, only one of the twelve tested 
relationships produced a significant result. For job 
satisfaction, only the combination of role ambiguity and 
job/home conflict was significant. Furthermore, these 
equations generally explained less variance than the best 
mediated results. For depersona1ization and propensity to 
leave, significant results only occurred with the cross- 
product term combining role ambiguity and job/home conflict. 
No other significant burnout or quitting intention 
relationships was discovered. This casts considerable doubt 
upon the existence of significant moderating relationships 
as hypothesized by the current study.
Significant mediated relationships, involving both full 
and partial intervention, appear to be much more common than 
their moderated counterparts. Intervening relationships
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were found for job satisfaction, propensity to leave, 
personal accomplishment, and emotional exhaustion. In some 
instances, both work relationships and job/home conflict act 
as mediators. Mediated linkages discovered in this study 
offer better explanatory power than moderated relationships. 
Finally, the mediated hypotheses are more easily 
interpreted. This is particularly true since the constructs 
being examined are often highly correlated. Further 
discussion of the managerial and theoretical implications of 
these results can be found in Chapter Five.
CHAPTER 5
DISCUSSION AND IMPLICATIONS
This study provides insights into a wide range of key 
organizational constructs in a sales setting. First, it 
further examines the influence of role conflict and 
ambiguity upon a number of important organizational 
outcomes, i.e., performance; satisfaction; burnout; and 
propensity to leave. Second, the current study attempts to 
determine how work relationships and job/home conflict, 
functioning as mediators/moderators, affect the 
relationships between role perceptions and work outcomes. 
Finally, it compares multiple assessments of performance 
and arrives at several conclusions concerning these 
performance measures.
Results from the current study will be examined in 
three steps. First, managerial and theoretical 
implications of these findings will be presented. Second, 
different measures of job performance will be examined and 
conclusions drawn about their inter-relationships.
Finally, a discussion of future research needs and 
limitations associated with the current study are 
addressed.
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SUMMARY AND THEORETICAL IMPLICATIONS
2 0 0
The current study uncovered several findings of 
theoretical interest. These range from the issue of direct 
versus indirect influences of role conflict and ambiguity 
to concerns about the lack of correlation between 
performance measures. Findings relating to mediating and 
moderating effects of work relationships and job/home 
conflict also have important theoretical relevance in the 
area of sales research.
Mediating Influences
A large body of research suggests that role conflict 
and ambiguity are often directly linked to work outcomes. 
However, other research indicates that these relationships 
can be indirect (i.e., Himle et al. 1989; Schaubroeck et 
al. 1989). This study indicates the relationship between 
role constructs and several of the work outcomes examined 
by this study may be partially or completely mediated by 
other variables. Study findings support several of the 
hypothesized mediated relationships between role variables 
and a number of work outcomes examined by this research. 
These results demonstrate that role variables can operate 
through mediating/moderating constructs to influence 
dependent measures such as job satisfaction, burnout, and 
propensity to leave. Simple direct relationships between
2 0 1
constructs are often attractive to researchers, but this 
study indicates they may not accurately reflect reality.
Moderating Influences
In the current study, moderating influences occur less 
often than mediating ones concerning role conflict, role 
ambiguity, work relationships, and job/home conflict.
While work relationships do not function as moderators, the 
role constructs do combine with job/home conflict in 
several instances to influence work outcomes at a 
significant level. Findings indicate that a combination of 
job/home conflict and role ambiguity consistently affect 
several work outcomes of interest to this study.
The cross-product term involving job/home conflict and 
role ambiguity is negatively related to job satisfaction.
It demonstrates a positive relationship with 
depersonalization and propensity to leave. The significant 
effects of this interaction indicate that certain 
moderators may interact with the role constructs and 
produce greater negative/positive results than would be 
anticipated by their individual influences upon those 
dependent measures. This finding, which supports other 
research demonstrating similar effects (Fisher and Gitelson 
1983; Himle et al. 1989), may have considerable 
ramifications for organizational study.
2 0 2
In particular, results obtained using job/home 
conflict as a mediating/moderating variable in the current 
study have implications for theories of organizational 
behavior. These findings indicate that one cannot look at 
organizational behavior in isolation from an individual's 
home situation and hope to obtain a completely valid 
perspective of a firm’s workforce. By not including these 
factors in proposed models of employee behavior, some 
research studies are missing one factor that can be 
relevant to several work outcomes.
Performance
Another issue that has important theoretical 
implications concerns performance assessment. Do various 
assessment approaches actually measure a single overall 
construct of salesperson performance? Or instead, do they 
address different components of a larger, broader, multi­
dimensional construct representing a more comprehensive 
view of salesperson performance? Numerous studies have 
cautioned researchers about the shortcomings of various 
performance measures (cf. Busch and Bush 1978; Weitz 1978).
A second issue is whether similar causal relationships 
can be developed from different performance measures. Do 
role conflict and ambiguity function as predictors of all 
types of performance? Or instead, do they relate more 
strongly to sales volume or supervisory ratings? This
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study suggests that various performance measures may be 
best predicted by different constructs. Multiple 
predictors may be required if any performance relationship 
is to be understood in a variety of sales settings.
MANAGERIAL IMPLICATIONS
From a managerial viewpoint, this study addresses 
several important issues. Specifically, these include the 
influence of work relationships, as well as job/home 
conflicts, as they affect the workplace. Study results 
concerning the use of multiple performance measures also 
raise issues relevant to any firm maintaining a salesforce.
Role Conflict and Role Ambiguity
The idea that role conflict and ambiguity negatively 
affect workers is not new. In sales positions, there is 
evidence that role conflict and ambiguity are certain to 
occur (i.e. Behrman and Perreault 1984). If that is true, 
then a number of unwanted work outcomes associated with 
role conflict and ambiguity are unavoidable. However, if 
role stress operates through a series of mediating 
constructs it may be possible to reduce these unwanted 
outcomes.
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Work relationships can reduce the impact of role 
conflict and role ambiguity upon job satisfaction, 
emotional exhaustion, depersonalization, and propensity to 
leave. Therefore, a more satisfied workforce may be 
attainable by improving work relationships. The likelihood 
of an employee quitting can also be reduced by maintaining 
strong work relationships. Job/home conflict influences 
the relationship between the role constructs, feelings of 
emotional exhaustion, personal accomplishment and 
propensity to leave. Thus, by reducing the amount of 
job/home conflict an employee experiences, emotional 
burnout and propensity to leave can be reduced. The 
effects of these intervening influences represents an 
important finding concerning role conflict and ambiguity in 
organizational settings.
Work Relationships
Study results emphasize the importance of work 
relationships. This construct is important because, unlike 
many factors in the business environment, a firm can 
control its internal work environment to some degree. The 
ability to influence work relationships gives managers the 
flexibility to change work settings in ways that can prove 
beneficial to salespeople and to the firm.
For example, by determining that supervisory support 
or co-worker relationships are weak, a firm may be able to
2 0 5
spot potential trouble spots before they affect job 
outcomes. Job satisfaction, emotional burnout, and 
quitting intentions may all be improved by providing 
greater opportunities for employee interaction or 
increasing the level of supervisor support. For example, 
weekly or monthly meetings with a supervisor could help 
salespeople feel that they receive greater support. In 
addition, supervisors could provide more active assistance 
in helping salespeople develop their skills, either through 
one-on-one training sessions, or weekly/monthly sales 
training sessions where a number of salespeople would be 
involved. This action could potentially improve sales 
productivity and increase a salesperson's awareness of 
supervisory support. Actions involving training and 
education also could improve performance, thereby further 
enhancing the benefits that would accrue to the individual 
and firm.
Organized social or recreational activities involving 
co-workers and supervisors could help develop better work 
relationships. This might occur through the forming of 
stronger friendships, or simply by letting employees know 
that they have some common interests beyond the job.
Another way to improve co-worker relationships and develop 
a team spirit could involve a "team-based" sales contest 
where co-workers within a given plant or region would be 
actively involved with helping each other in order to do
2 0 6
well in the contest. Supervisors also could be involved. 
Obviously, with a little creative thinking, a company could 
find a wide range of activities that have the potential to 
improve work relationships. In the long run, improving 
work relationships can be an inexpensive factor to change, 
relative to many others such as building new facilities or 
increasing pay levels. Yet, improved work relationships 
may offer tremendous payoffs.
Job/Home Conflict
In addition to recognizing the importance of good 
relationships in the workplace, management also should 
recognize the significance of outside influences upon 
workers. Too often organi zat ions do not give enough 
cons iderat ion to the effect that organizational decisions 
and policies have upon their employees home life 
(Greenhaus, Bedeian, and Mossholder 1987; Kopelman, 
Greenhaus, and Connolly 1983). These same firms also may 
ignore the influence these outside factors have upon the 
quality of work they get from their employees (Bhagat 1983; 
Bhagat, McQuaid, Lindholm, and Segovis 1985).
As a first step, assuming that there is a fairly high 
degree of job/home conflict in sales positions, a firm 
should interview employees to find out which particular 
tasks associated with the job cause the most conflict.
Then if those problem areas can be addressed without great
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cost they should be altered. For instance, if more 
flexible work hours are needed, work schedules or times 
for sales meetings, could be changed, giving salespeople 
greater flexibility in their schedules. Once again, it is 
necessary for a company to identify where job/home conflict 
is occurring before it can be addressed.
Beyond surveying employees, interviewing their spouse 
or other family members also could identify problem areas 
that a firm might be able to change. It is entirely 
possible that by demonstrating some concern about this 
issue, and gathering facts concerning it, a firm can 
identify relatively inexpensive changes that would make a 
great deal of difference in the home life of employees. 
Furthermore, a company may benef it just by being concerned 
enough to ask about how they can help reduce this conflict. 
Perhaps showing concern, even if little can be done to 
address the problem, can reap some benefits for the firm in 
terms of workers and family perceptions toward the company.
Even if job components causing job/home conflict 
cannot be changed, offering more company based recreational 
opportunities for the entire family may be a way to get 
around some of the negative outcomes of job/home conflict. 
This could occur by developing activities that help family 
members recognize the firm is concerned with their well­
being. It also gets the family together for at least some 
activities, thus providing time together.
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Offering day-care is another possibility that would be 
valued by employees and might reap much greater benefits 
than it would cost, particularly if the firm has some 
single parent households with young children. By making a 
service such as day-care available, a company might also 
gain a recruiting edge among some members of the workforce,
i.e. salespeople with young children where both adults work 
or where there is only one adult. Many companies are 
already offering day-care, or assistance with covering the 
costs of day-care, to their employees.
These i1lustrat ions are just a few of the 
possibilities that could alter perceptions of job/home 
conflict among workers. As with work relationships, a 
little creative thinking can uncover a number of ways that 
may be useful in reducing job/home conflict. Home 
influences must be considered by managers if they are to 
reduce negative work outcomes arising from job/home 
conflict. The current study clearly indicates there may be 
considerable costs associated with failing to address this 
problem.
Performance
The final area of managerial implications addressed by 
this research involves salesperson performance. In the 
current study, none of the performance measures are 
significantly correlated with the others (p > .05). This
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implies that performance may be in the eye of the beholder, 
whether it be the supervisor, customer, or even an 
"objective" standard such as quota attainment. Managers 
should consider the possibility that all of these 
assessments are true measures of some aspect of 
performance. With that in mind, a supervisor must 
determine what type of performance is valued by the firm 
and how best to assess that behavior. This step could lead 
to evaluations that are more useful to salespeople trying 
to improve their selling effectiveness and, eventually to 
the development of a superior salesforce.
In addition to improving evaluation procedures, the 
evaluator also can be improved. One approach to this 
problem involves developing a supervisor training program 
to insure that supervisor ratings reflect similar 
standards. Furthermore, supervisory personnel may need to 
make greater efforts to travel with salespeople and observe 
their selling efforts.
PERFORMANCE ASSESSMENTS
This study examines three different performance 
measures. These are: 1) percent of quota attained, 2) 
customer evaluations, and 3) supervisor ratings of 
salesperson performance. The results indicate that the 
various performance measures are not significantly related
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to one another (See Table 33). The following discussion 
proposes possible explanations for findings pertaining to 
performance.
Salesforce research has utilized a wide range of 
performance measures. Typically, a study uses only one 
measure and there are arguments for both using and not 
using different or multiple measures to assess the output 
of a salesperson. Chapter Two contains a discussion of 
these different approaches as well as the advantages and 
disadvantages of each. In salesforce studies, the amount 
of explained variance for performance measures seldom 
exceeds thirty percent (Behrman and Perreault 1984; 
Churchill et al. 1985; Dubinsky and Hartley 1986; Hampton, 
et al. 1986). Results from the current study are similar 
to those of prior research. These low correlations suggest 
several possible explanations.
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TABLE 33
CORRELATIONS OF PERFORMANCE MEASURES1 
1 2  3
1. Customer Evaluations (91) -.09 .10
2. Supervisor Evaluations (95) -.08
3. Percent of Quota Attained ----
none of the performance measures are significantly 
correlated with the others, p > .05.
One answer is that current measures of complex 
constructs such as performance may be inadequate. It also 
is possible that different indicators of sales performance 
may be addressing unique aspects of that construct. Each 
of these components may form a portion of an overall 
construct that has been labeled "salesperson performance". 
Another explanation is that sales performance may be 
evaluated differently by various firms. Each firm may view 
the importance of various components of salesperson 
behavior differently, resulting in wide variations in 
ratings even when judging similar behaviors.
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Prior research provides a few comparisons of multiple 
performance measures. Subjective ratings have been 
compared against objective performance data in several 
studies. Some found little or no correlation between 
multiple performance measures (Lamont and Lundstrom 1977; 
Harrell 1960). Other results indicate these assessments 
are related. However, the potential variance explained in 
one measure by others is surprisingly low if they are 
actually addressing the same underlying construct (See 
Baehr and Williams 1968; Cron and Slocum 1985, 1986; Weitz 
1978). Findings from the current study suggesting little 
correlation between objective and subjective performance 
measures are, therefore, not entirely surprising or without 
precedent. In Table 33, one finds that the correlations 
between the three performance measures used in this study 
are quite low, with none exceeding .10. These results 
indicate that different perspectives/measures of sales 
performance may result in a wide variations in ratings for 
the same individual.
One possible explanation for the low correlations of 
performance measures found in this study is that 
supervisors may not regularly observe salespeople in 
selling situations and, thus, be somewhat hesitant to give 
extreme ratings to any salesperson. Some literature also 
supports the view that bias and prejudice influence a 
supervisor's evaluation of subordinates (Fedor and Rowland
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1989; Waldman and Avolio 1986). Another possible 
explanation is that these assessments actually address 
different aspects or dimensions of performance.
Customer ratings of a salesperson are, likewise, not 
significantly correlated with the other two performance 
assessments used in this study. The customer viewpoint is 
important because it reflects actions within the customer - 
- salesperson dyad which is where selling occurs. It is 
possible that customers see salespeople from a more 
representative perspective than do supervisors, whose very 
presence in a room can cause atypical behavior on the part 
of the salesperson being observed. By interacting with 
salespeople in "normal" selling contexts, customers may 
provide a different picture of salesperson behavior than is 
available through either supervisor evaluations or quota 
figures. Also, since most clients deal with a variety of 
salespeople from various companies, a buyer rating offers 
an evaluation of salesperson performance comparing that 
individual with a wide range of other salespeople.
Quota attainment is, likewise, not correlated with the 
other two performance assessments. While many companies 
use this measure to determine raises and bonuses, it 
clearly does not address all of the behaviors that sales 
managers and customers find important. These findings 
indicate that salesperson performance is a construct that
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needs to be assessed by multiple measures to obtain a more 
accurate picture of an individual's true sales activity.
Results from the current study demonstrate that 
multiple performance measures may not be addressing a 
single construct. If two items purport to measure the same 
construct, their correlations should be quite high. In 
this study, correlations between the three types of 
performance measures used are not significant (Table 33, p 
> .05). These correlations leave much to be desired if 
these multiple assessments are addressing a single 
construct.
FUTURE RESEARCH
The current study indicates future research should 
focus on several issues relevant to the role stress —  work 
outcomes relationship. Results show that many influences 
stemming from role conflict and role ambiguity are 
indirect. Additional research is needed to further examine 
these indirect relationships in other sales settings.
First, the relationships between role stress and work 
relationships needs to be studied in other salesforce 
settings and in regard to additional work outcomes beyond 
those examined in the current study. These might include 
locus of control or organization commitment. A second 
consideration lies in the relationships between role stress
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and job/home conflict. Job/home conflict is an area, in 
general, that requires more research in a variety of 
settings, although particularly in sales.
There are several reasons for examining this construct 
more closely in a sales environment. First, sales 
positions often generate high levels of role conflict and 
ambiguity, thus offering a superb opportunity to study 
mediating/moderating influences of job/home conflict in 
relation to role constructs. Second, since sales jobs 
often require long hours and, in some cases, considerable 
travel, it appears that sales positions are an occupation 
where job/home conflict may occur at fairly high levels, 
making it a good situation for studying that construct. 
Finally, conflict between a worker's job and home life may 
influence a wide range of other work outcomes beyond those 
examined by the current study. Findings from this research 
indicate that it does influence a number of job 
consequences of importance to an organization. Therefore, 
further study is necessary in order to determine the full 
range of effects of job/home conflict upon both workers and 
the organizations where they are employed.
Future research on performance measurement needs to 
involve a variety of different studies, each taking a 
somewhat different approach. One study, clearly called 
for, is to compare self-rated performance to other 
subjective and objective performance measures. By
2 1 6
comparing correlations between the various assessments, 
perhaps a greater degree of knowledge can be obtained 
concerning the possible existence of a variety of 
performance dimensions.
Another performance assessment issue requiring further 
research involves using a qualitative approach to determine 
which factors are used by supervisors and customers to rate 
salesperson performance. This approach may clarify the 
exact nature of salesperson performance as viewed from 
different perspectives. The same method also can be 
applied to self-ratings by asking salespeople to delineate 
those factors they use in arriving at their self- 
evaluations .
LIMITATIONS
This study has several limitations, some of which have 
already been briefly touched upon during the discussion. 
First, the sample size of this study is small. Findings 
based upon a small sample reduce confidence in the study's 
generalizability to other firms or industries. Perhaps a 
different sample would produce other results, particularly 
in regards to the link between role stress and performance. 
It might also reduce the possibility that significant 
findings are sample specific and not generalizable to a 
larger population or to other sales settings.
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A second limitation is the study's cross sectional 
nature. Gathering data at one point in time does not allow 
any strong statements to be generated about the time 
sequence of the constructs being tested. This is 
particularly important in relation to mediating constructs 
which are proposed as being influenced by role conflict and 
ambiguity.
A third shortcoming involves the performance measures. 
While offering interesting contrasts to each other, these 
assessments possess several liabilities. Chief among these 
potential problems is that bias may exist in the use of 
extreme situations in subjective evaluations of 
salespeople. For instance, a customer may remember a 
salesperson not following through on a promise, because it 
was the most recent interaction he/she had in an otherwise 
excellent working relationship. Supervisors also can fall 
into this same trap.
A fourth concern always present with self-report data 
deals with an individual's ability to tell the truth about 
themselves. For instance, are salespeople that report high 
levels of job satisfaction actually happier with their job 
than those indicating lower levels. This problem not only 
applies to the current study but is one that faces any 
study based on survey research.
218
CONCLUDING REMARKS
This study demonstrates that work and extra-workplace 
relationships can influence some important work outcomes. 
These factors appear able to mediate/moderate some of the 
negative effects stemming from role conflict and ambiguity. 
Research results indicate that job/home conflict serves as 
both a mediator and moderator of the role stress —  work 
outcomes relationships. In contrast, work relationships 
serves only as a powerful mediator, suggesting that 
job/home conflict has a wider range of influence than work 
relationships, but is often a less powerful predictor of 
the dependent measures examined in this study.
While work relationships and job/home conflict have 
not received extensive attention in salesforce research, 
the current study indicates that this omission may be 
serious. Our understanding of job satisfaction, burnout, 
propensity to leave, and possibly even performance may be 
considerably improved by examining these factors as they 
relate to a variety of work outcomes and to role 
constructs.
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6 tu d y  i s  e s s e n t i a l  s i n c e  y o u r  o b s e r v a t i o n s ,  l i k e  t h o s e  o f  e v e ry  
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F in d in g s  fro m  t h i s  s u r v e y  w i l l  e n a b le  t h e  t o
p r o v id e  b e t t e r  s e r v i c e  t o  y o u r  f i r m .  We a s k  t h a t  y o u  r e s p o n d  
h o n e s t l y  a n d  c o m p le t e ly  t o  e a c h  q u e s t i o n  s o  t h a t  a r e a s  n e e d in g  
im p ro v em en t c a n  b e  i d e n t i f i e d .  Y our r e s p o n s e s  w i l l  b e  k e p t  
c o n f i d e n t i a l .  Y our r e s p o n s e  w i l l  b e  co m b in ed  w i th  o t h e r  p e o p le  who 
p a r t i c i p a t e d ,  a n d  w i l l  b e  p r o v id e d  a  sum m ary
r e p o r t .
We r e a l i z e  t h a t  y o u r  t im e  i s  a  p r e c i o u s  co m m o d ity . H ow ever, 
we f e e l  t h a t  c o m p le t io n  o f  t h i s  s u r v e y  w i l l  b e  t im e  w e l l  s p e n t .  
Y our a s s i s t a n c e  i s  n e e d e d  i n  o r d e r  t o  im p ro v e  t h e  l e v e l  a n d  q u a l i t y  
o f  s e r v i c e  p r o v i d e s  t o  i t s '  c u s to m e r s .  I f  y o u  h a v e  an y
q u e s t i o n s ,  f e e l  f r e e  t o  c o n t a c t  u s  a t  (5 0 4 ) 3 8 8 -8 6 8 4 . When y ou  
h a v e  c o m p le te d  t h e  s u r v e y ,  p l e a s e  r e t u r n  i t  i n  t h e  s ta m p e d , s e l f -  
a d d r e s s e d  e n v e lo p e .  T hank  y o u  i n  a d v a n c e  f o r  y o u r  a s s i s t a n c e .
S i n c e r e l y ,
J o s e p h  F . H a i r  J r . , C h a irm an  
D e p a r tm e n t o f  M a r k e t in g
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